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FOREWORD

"The structuring of an organization
should never be Jdone 2xcept in

terms of objectiv-c to be aehieved.
Too often the organination chart i3
planned and erecuteld in a vacuum."”

Szek lep-Hudson

In this scgment you will learn how to use the previously
taught material on organizing to help you draw a valid
picturc of the organization. The advantages and disadvantages
of charting and how a chart may help a leader by providing him
much useful information at a glance will be discussed. You
will learn that the type of organization and its mission will
affect the type of information and the detail necessary in
charting an organization. 7ou should remember that the
organization chart is just a functional picture cf the organi-
zation and that people run the organization, not charts.

There arc two types of materials that can be used for
this scgment and segments VIII, IX. and X. If the student is
assigned an audio tape track, he will follow the instruction
with an audio tape and appropriate pancl booklet. If the
student is assigned the alternate track, he will cover the
same material by use of a Syndactic Text, similar to the

material presented in Part Two, segments II, 1II, IV, and V.
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INTRODUCTION TO PSYCHOLOGY PART FIVE
AND LEADERSHIP SEGMENT VII

ORGANIZING: CHARTING

Summary 1

Purposes and Characteristics of Organization Charts

Purposes

when you are assigned to a new organization, you will
want to know such things as: Who commands it? whom do you
sec to get a particular job done? What is the role of that
perscn? Is this person exceeding his authority by issuing
vou orders? These questions and others can be readily
answered by organization charts. Organization charts aid
you in visualizing the overall picture of the organization
and the arrangement of relationships among units. Although
they cannot answer all questions, such as those dealing with
informal relationships, they facilitate an understanding of
organizational concepts which may be difficult to perceive
from oral or written descriptions.

A navigator needs to know how to use charts to guide
his ship; you, too, will need to know how to use charts to
guide you once you are established within an organization.
Charts clearly deiineate lines of authority and provide a
basis for planning. The initial preparation of chkarts can
tell us a great deal about both the faults and strengths in
an organization structure, and can indicate which structural
realignments should be undertaken to improve the organization.

-1-
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We must be careful not to confuse an organization chart
with an organization. One cannot drive an automobile on
the roadmap any more than the organization chart itself
will accomplish organizational goals.,

Organization charts must be properly constructed if

they are to be of any use.

Basic Construction

Chart construction follows a few conventions which you
need to recognize as guides to chart reading. If you under-
stand them you will read charts correctly; and in drawing up
organization charts, you will design them in such a way that
others will understand clearly the line and staff relation-
ships, duties, responsibilities, and authority of components
of the group or organization.

Four practices are common and generally adhered to:

1} A line of direct authority is represented
by a solid line between boxes.

O e N o O .

2} Units of an equivalent authority level
should be placed on the same horizontal
line.

F

I
L_J |

1 1
| | I
| i |

J L1 | J

r
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ORGANIZING: CHARTING Five/VI1/ST/SV

3) A line of information and advisory contact
(staff relationships) is shown by a broken
line (------- ) between boxes.

E=

5o 4o o

4) A line of functional authority is represented
by a line of alternating dots and dashes
(-+-+-+-+-) between boxes.

The foregoing rules must be considered in conjunction

with other characteristics of good organization charts.

Characteristics of Good Organization Charts

First, Completeness. The chart must identify all
components shown, and their major relationships. Information
must be verified as accurate and current. The chart must
show its effective date and carry the signature of the
Commanding Officer.

Second, Simplicity. A chart should eliminate confusing,
complicating, or detailed information. But you must not lose
track of important but perhaps obscure or seldom used elements.

Third, Clarity. A chart is a means of communication.

If it is not clear, it may be worthless or even detrimental.
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Boxes should b: labeled clearly., Brief explanatory notes
may be necessary, Lines should never cross,

Fourth, Symmetry. Charts should show components in
well-balanced arrangements, Unsymmetrical charts frequerntly
confuse or distort the picture of important command rela-
tionships,

Fifth, Unity. A1l units on a chart must be linked
together and shown as parts of a single organization. From

each box one must be able to trace a relationship to every

other box.

This is the end of Summary 1. Now turn to page S and take
the quiz,
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Summary Pre-Quiz 1

Purposes and Characteristics of Organization Charts

Answer the following questions as indicated in your Student
Guide.

1. Select the statement which best describes the purposes
of orgarniza.ion charts.

a. Organization charts provide a basis for
subordinate forecasting, determine levels
of authority, and aid the leader in deciding
which organizational component(s) can best
accomplish a task.

b. Organization charts are useful tools for
visualizing the process by which an organi-
zation decides on a particular course of
action, and are helpful in correcting flaws
in the organizational structure.

c. Organization charts provide a basis for
planning, determine lines of authority,
and reveal a great deal about both the
faults and strengths in a organizational
Structure.

d. Organization charts clearly define the roles
of each member of the command structure,
establish controls on the delegation of
authori*y, and indicate which structural
realignments should be requested, authorized,
and effected.

ERIC
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2. Which statement is not a rule or characteristic for
basic construction of organization charts?
a. Units of an equivalent authority level
should be placed on the same horizontal
line.
b. A line of information and advisory contact
(staff relationship) is shown by a line of
alternating dots and dashes.

€. A line of direct authority is represented
by a solid line between boxes.

d. Lines should never cross.

3. Match the statement with the most appropriate char-

acteristic of good organization charts.

1) Must be maintained if a., Completeness
important command rela-
tionships are not to be b. Unity
confused

c. Clarity
2) Brief explanatory notes
may be necessary. d. Simplicity

3) The chart should indi- e. Symmetry
cate the date prepared
and carry the
signature of the
Commanding Officer.

4) From each box one nmust
be able to trace a rela-
tionship to every other
box.

a. 1-b, 2-c, 3-d, 4-e

b. 1l-c, 2-a, 3-d, 4-b

c. l-e, 2-c, 3-a, 4-b

d. 1-a, 2-d, 3-c, 4-e

Now check your answers on page 8,

-6-
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ANSWERS TO SUMMARY PRE-QUIZ 1

1. ¢
2 b
3. ¢

If all of your answers ware correct, go to Summary 2 on
page 23. If you missed one or more questions, go to the next
page and go through Programed Sequence 1.
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Programed Sequence 1

Purposes and Characteristics of Organization Charts

1 Lacking a clear picture of your newly assigned organi-

zation, you may erroneously assume that it is like previous
organizations to which you have been assigned. Organization
charts aid ysu in visualizing the overall picture of the
organization and the arrangement of relationships among units.
Which one of the fecllowing statements is correct?
a. Organization charts facilitate ar under-
standing of organizational concepts which
may be difficult to perceive from oral or
written descriptions.
b. Organization charts answer all questions

one has about the formal and informal
structure of an organization.

2 After a chart helps introduce you to a new organization

it continues to gujde you. The p-imary guiding purpose of
a chart is to clearly delineate lines of authority.

Clearly delineating lines of authority helps you
answer which of the following questions?

a. Whom do you see to get something accom-
plished?

b. Is this person justified in issuing
you orders?

c. What is the role of a line officer?
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3 Charts also provide a basis for planning. Without an

adequate understanding of the organization's component
relationships, realistic plans could not be formulated.

Who is most likely to use his knowledge of charts for
planning purposes?

a. An officer assigned to shore duty
in a Pentagon billet

b. An officer on shore patrol duty

4 The preparation or revision of existing charts reveals

much about both the faults and strengths in an orpanization
structure,

Beyond this initial revelation what function can a chart

serve?

a. Charts can indicate which personnel must
be eliminated in order to promote efficiency
in the organization.

Charts can indicate which structural realign-

ments should be undertaken to improve the
organization.

-10-
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S You must be careful not to confuse an organization

chart with an organization. One cannot drive an automobile
on the roadmap any more than the organization chart itself
will accomplish organizational goals.

Which of the following is not a purpose of organi-
zation charts?

a, To delineate lines of authority

b. To facilitate an understanding of
organizational concepts

¢. To govern the uses of delegation of
authority

d. To recognize faults and strengths in
the organizational structure

6 Rules governing the construction of charts usually are

not "hard and fast' but must be applied with discretion and
common sense. If you understand these conventions you will
read charts correctly; and in drawing up organization charts,
you will design them in such a way that others will under-
stand clearly.

Why is it important to follow general charting conventions?

a. So as to include all pcssible information
in the charts

b. So :s to prevent misinterpretation or
misuaderstanding
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7 A line of direct authority is represented by a solid

line between boxes. The following chart depicts the rela-

tionship of a Midshipman Company Commander to his platoon

leaders:

co

1st PLT |2nd PLT 3rd PLT

8 Midshipmen platoons are, as you know, units of

equivalent authority. When charting, these units should
be placed on the same horizontal line.

Which of the following charts is correct?

a.
co
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9 It is useful for a chart to distinguish line functions

from staff functions. Line functions are those which
involve transmission of direct authority. (It is important
to keep in mind that a staff officer has no authority over
line officers. However, the staff officer heading a staff
section, such as the Supply Officer on a carrier division
staff, does have line authority over his immediate subor-
dinates.) Staff (advisory) relationships are indicated by

a dashed line, as in the chart below:

| CO |

EXEC

r=-=1 weNs | [ Enxc | | [ _opn || N/]\VJ

| | |

----- SUPPLY } IMEDI SPEC DISB
h DICAL SPEC

The solid lines in the chart above indicate which type

of relationship?
a. Staff (advisory)
b. Direct authority

c. Equivalent authority

-13-
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10 The last basic rule for chart construction deals with

functional authority. Just as we have a special way to
distinguish direct line functions from staff functions, there
is a specific way to show functional authority. Alternating
dots and dashes are used to show a line of functional
authority wherein the officer has power over functions under-
taken by personnel not in his department. For example, the
Special Services Officer might be connected with dots and
dashes to the "B" and "M" Division representatives of the

Recreation Committee:

EXEC
NAV [[ opN ][ Enor |
SUPPLY SPEC_SERV
L
I [
i [™B" Dpiv | [ "M" DIV ]
| fSPEC SERV SPEC SERV
i REP REP
L]
I

! ]
O S D I |

-14-
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11 Select the chart which illustrates a staff advisory relation-

ship:

[ |

8

T -

12§ The rules governing chart construction are not sufficient

h o

in themselves but must be considered in conjunction with
characteristics of good charts. The main characteristics
are: (1) Completeness (2) Simplicity (3) Clarity
(4) Symmetry (5) Unity

Which of the following statements is true?

a. The rules of basic construction are

alone sufficient to prevent misinter-
pretation of chart meanings.

b. The rules of basic construction must be
considered in conjunction with char-
acteristics of good charts.
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13] As a full graphic display of the organization, the

chart must identify all desired components and their major
relationships. The chart'should indicate the date effective
and carry the signature of the Commanding Officer. This
is the characteristic of completeness.

If a chart is complete, which statement is true of it?

a. All its information is verified and
current,

b. All its information is available through
the organization's information system.

14] The next ctaracteristic is simplicity. Simplicity

implies brevity, but not at the expense of completeness.
The purpose of the chart should govern what is included.
Details not needed to meet the desired purpose of the chart
should be left out.

You are asked by the CO to draft a chart displaying
the unit's command relationships.

Which of the following would you not include on your
chart?

a. The informal relationships existing

between the CO and the Operations
Officer.

b. The line of authority between the CO
and the Weapons Officer.
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15 A chart is a means of communication. Clarity, the

third characteristic, facilitates communication, whether
it be graphic or oral. Lines should not cross. Abbreviations
should be used only when all users know their meanings, or
when a legend appears on the chart. When portraying a
complex relationship the chart may carcy short explanatory
notes as necessary.

Select the chart which exemplifies clarity.

a.

L o

16] Symmetry is the fourth characteristic of a good organi-

zation chart. In a symmetrical chart boxes should be centered
and balanced as practicable. This does not mean that e;ch
side of a chart must be identical.

Failure to achieve symmetrical balance could result in
which of the following?

a. Confused organizational goals

b. Confused command relationships

-17-
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17 Which chart is symmetrical?

S —

a.

- liu’lL'Jr“‘l—r—‘J

1 O ]

18] The fifth characteristic, Unity, combines all the char-
acteristics. All units on a chart must be linked together

and shown as a single organization. From each box one must
be able to trace a relationship to every other box.

From the following list select five characteristics of
a good organization chart:

1) Clarity

2) Unity

3) Availability
4) Symmetry

5) Brevity

6) Completeness
7) Simplicity

a, 1, 3, 4, 5,6
b. 1, 2, 4, 6, 7
c. 1,2,4,5,7

This is the end of Programed Sequence 1, Now go to the
next page and take the Quiz. 4
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Summary Post-Quiz 1

Purposes and Characteristics of Organization Charts

Answer the following questions as indicated in ypur Student

Guide.

1. Which statement is not a rule or characteristic for

basic construction of organization charts?

a.

b.

A line of direct authority is represented
by a solid line betwcen boxes.

A line of information and advisory contact
(staff relationship) is shown by a line

of alternating dots and dashes.

Lines should never cross.

Units of an equivalent authority level

should be placed on the same horizontal
line.

-19-
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2. Match the statement with the mS%tlappropriate char-

acteristic of good organization charts.

1)

z)

3)

4

The chart should indi-
cate the date prepared
and carry the
signature of the
Commanding Officer.

Must be maintained if
important command rela-
tionships are not to be
confused

From each box one must
be able to trace a rela-
tionship to every other
box.

Brie{ explanatory notes
may be necessary.

1-b, 2-c, 3-d, 4-e

l-c¢, 2-a, 3-d, 4-b

l-e, 2-¢, 3-a, 4-b

l-a, 2-d, 3-c, 4-e

a.

b.

Simplicity
Completeness
Symmetry
Unity
Clarity
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3. Select the statement which best describes the purposes
of organization charts.

a. Organization charts provide a basis for
planning, determine lines of authority, and
reveal a great deal about both the faults
and strengths in organizational structure.

b. Organization charts provide a basis for
subordinate forecasting, determine levels
of authority, and aid the leader in
deciding which organizational component(s)
can best accomplish a task.

€. Organization charts clearly define the
roles of each member of the command
structure, establish controls on the
delegation of a.thority, and indicate
which structural realignments should be
requested, authorized, and effected. '

d. Organization charts are useful tools for
visualizing the process by which an
organization decides on a particular
course of action, and are helpful in
correcting flaws in the organizational
structure.

Now, check ycur answers on the next page.

«21-
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ANSWERS TO SUMMARY POST-QUIZ 1

1 b
2. a
3. a

Now, go to Summary 2 on the next page.

-22-
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Summary 2

Types and Limitations of Organization Charts

Types
Organization charts, like all charts, can be constructed
in many different forms, depending upon organizational
peculiarities or the purpose of the chart. A chart may
be excellent for one purpose and useless for another.
Seldom, if ever, can one organization chart satisfy all the
purposes of charts. Therefore, the Navy uses several kinds
of charts to portray military organization. They are:
(1) Structural
(2) Functional
(3) Billet Assignment or Position
(4) Combination
Structural charting is the most cummon and simnlified
method of charting. As its name implies, this chart depicts
the structure of the command and outlines the basic relation-
ships among components. The main characteristic of a
structural chart is its relative independence of organizational
size. It makes little difference to the charting
requirement whether the organization is a large aircraft

carrier or a small coastal patrol boat.

COMPANY

I I

PLATOON PLATOON PLATOON

EQUAD SQUAD EQUAD SQUAD | [SQUAD| | SQUAD | |SQUAD EQUAD SQUAD
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In functional charting structural detail is minimized.
There are fewer boxes shown, but those shown are larger
and contain descriptions of the functions performed by the
various command components. In this way, the interrelationships

of functions become obvious.

MILITARY PERSONNEL DEPARTMENT

PLANS, DIRECTS, AND COORDINATES
A CENTRALIZED MILITARY PERSONNEL

PROGRAM
PERSONNEL ACCOUNTING EDUCATIONAL AND
AND RECORDS DIVISION INSURANCE DIVISION

ADMINISTERS
COMPILES, BY MACHINE EDUCATIONAL PROGRAMS

METHODS, A VARIETY
OF PERSONNEL REPORTS pDVISES ON INSURANCE

The billet assignment or position chart is the third
common type of chart. These charts may be of one or two
types, each serving a different purpose. One shows names,
billets, and titles or grades of personnel as they fit into
the current organization plan. The other is identical
except that no names are included. The people occupying
certain billets may change but billet positions do not. One
important thing to remember is that, in chart making, a billet
on a chart indicates relationship--not status. An example of
a billet assignment or position chart is the Watch, Quarter

and Station Bill on board a ship.

-24-
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Under certain circumstances it is possible that a
combination of two or more charts will provide a better
portrayal. But, as you have learned, a characteristic of
good organization charts is simplicity. Combining several
types in one chart without caution tends to create confusion

rather than simplicity and clarity.

Checklist

The following list of check questions covers all
types of organization charts. A review of the list will
reveal that some questions apply to all types while others
are restricted to only one or two types of charts.

1) Does it show existing levels and lines
of authority?

2) Does it follow standard terminology?
3) Are all components included?

4) Does the chart show which are staff
and which are onerating components?

5) Are functions adequately described?
6) Does the chart exhibit completencss,

simplicity, clarity, symmetry, and
unity?

-26-
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Limitations of Organization Charts

There are definite limitations to organization charts,
and serious misconceptions can arise from their incautious
use. The importance of charts to the organization should
not be overemphasized. While organization charts provide
insights into the formal organization, they do not insure
a good organization nor good managing.
An organization chart portrays the structure, but does
not indicate the "human element'" involved in management,
and while showing the formal chain of command does not show
how the organization actually operates. Because of the nature
of human interactions, an organization chart can quickly become
obsolete. Attention to changes in the organization's operationé

frequently generates an updating in the organizational charts.

Now take Summary Quiz 2 on the next page.

-27-
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a.
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Summary Pre-Quiz 2

Types and Limitations of Organization Charts

Answer the following questions as indicated in your Student

1, Select the statement which best describes the main

characteristic of structural charts.

Structural charts are dependent on the
organizational size; it makes a difference
if one is charting a destroyer or an
aircraft carrier.

Structural charts portray the interrelation-
ships of functions regardless of the organi-
zation's size.

Structural charts are relatively independent
of organizational size; it makes little
difference to the charting requirement
whether the organization is an aircraft
carrier or a patrol boat.

Structural charts are the simplest charts
which portray both the command structure
and the component functions regardless

of organizational size.

which type of chart is structural detail minimized?
Billet assignment
Functional
Combination

Position

-28-
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3. Match the list of characteristics of charts with the

appropriate type of chart.

a. Larger boxes containing 1) Structural
descriptions

b. OQutlines the basic 2) Combination
component relationships

c. May provide a better 3) Functional
portrayal under certain
circumstances

d. Indicates relationships-- 4) Billet assign-
not status ment or position

a. a-4, b-3, c-1, d-2
b. a-3, b-1, c-2, d-4
c. a-2, b-1, c-4, d-3
d. a-1, b-4, c-3, d-2

4. Which one of the following questions in not included
in the checklist for the development of organization charts?

a, Does the chart show which are staff and
which are operating components?

b. Does the chart exhibit completeness,
simplicity, clarity, symmetry, and unity?

c¢. Does the chart clarify existing informal
relationships?

d. Are functions adequately described?

-29-
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S. Select the statement which best describes a limitation of
organization charts.

a. An organization chart portrays the formal
relationships between components but cannot
indicate strengths and faults of the organi-
zational structure.

b. While an organization chart shows how the
organization actually operates it does not
indicate the "human element" involved in
management.

c. An organization chart causes serious
misconceptions involving the formal chain
of command and its interrelationships.

d. While organization charts provide insights
into formal organization, they do not insure
a good organization, or good management.

Now, check your answers on page 32.
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BLANK

-31-




Five/VII/ST/SV INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

ANSWERS TO SUMMARY PRE-QUIZ 2

1. c
2. b
3. b
4. c
5. d

If you missed one or more questions g0 to Program Sequence 2
on thec next page.
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I'rogramed Sequence 2

Types and limitations of Organization Charts

1 Organization charts can be constructed in many forms,

depending upon organizational peculiarities or the purpose of
of the chart. Seldom, if ever, can onc organization chart
satisfy all the purposes of charts,

Which statement is true?

a. \ chart can easily serve many daiverse
pUTposes

b, \ chart mav be excellent for onc nurposc
and useless for another,

2 Because orpanizatio:: charts are limited in what thev can

show the Navy uses scveral kinds to portray military organization,
These types arc: structural, functional, billet assignment or
position, and combination., Lach, with the exception of the
combination chart, primarily serves one general purpose,

Which tvpe of chart would most likely be used to depict
command relationships?

a. Structural

b, Functional

¢. Billet assionment or position

-33-
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3 Structural charts are the most common and simplified,

\s the name impiics, his chart depicts-the command

structurc and outlines the basic relationships among

components.
COMPANY
PLATOON PLATOON PLATOON

[ I l | | I

SQUAD| |SQUAD | [SQUAD] [SQUAD| |SQUAD| | SQUAD]| { SQUAD | |SQUAD | | SQUAD

Choose the example which would best be portrayved by a
structural chart.

a. The relationship between the Naval \cademy
Athletic \ssociation and the Physical '
Lducation Department, including the functions
of cach

b. The staff rclationships inveolving the midshipman
Brigade Commander, his staff, and the two
Regimental Staffs

4 The maan characteristic of a structural chart is its

relative independence of organizational size, 1t makes
little differcnce to the charting technique whether the
organization is a large aircraft carrier or a small coastal
patrol bhoat,
Which organization would be easier to chart structurally?
a. The Brigade of Midshipmen

b, \n aircraft carrier

c. Neither would be casier than the other,
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5 A functional chart depicts specific functions of units in

the organization. It resembles the structural chart only in

that boxes are connected; the overall emphasis is different.
Which type of chart would you consider more specific?
a. Structural

b. Functional

6 In functional ch. ting design detail is minimized.

Fewer boxes are shown, but those shown are larger and
contain descriptions of the functions performed by the
various command components. In this way, the interrelation-
ships of functions become obvious. The following is a

functional chart of a Mjlitary Personnel Departwment.

MILITARY PERSONNEL DEPARTMENT
PLANS, DIRECTS, AND COORDINATES
A CENTRALIZED MILITARY PERSOMNEL
PROGRAM
PERSONNEL ACCOUNTING EDUCATIONAL AND
AND RECORDS DIVISION INSURANCE DIVISION
COMPILES, BY MACHINE ADMINISTERS
METHODS, A VARIETY EDUCATIONAL PROGRAMS
OF PERSONNEL REPORTS ADVISES ON INSURANCE
MATTERS

Which statement is true?

a. In functional charting structural detail is
maximized.

b. In functional charting structural detail is
minimized.

-35-




Five/VII/ST/SV INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

7 The third common type of chart is the billet assignment

or position chart. Many people confuse the intent of this
type of chart. It is important to remember that a billet on
a chart indicates relationship--not status.

What does a billet on a chart indicate?

a. Function

b. Relationship

c. Status

8 Billet assignment or position charts may be of two types.

One shows names, billets, and titles or graé » of personnel
as they fit into the current organizationas plan. The other
is identical except that no names are included. The Watch,
Quarter and Station Bill (page 35) is an example of a billet
assignment or position chart.
Which statement best explains pillet positions?
a. When the people occupying certain
billets change, billet positions
also change.
b. The people occupying certain

billets may change but billet
positions do not.
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9 Under certain circumstances it is possible that a

combination of two or more charts will provide a better
portrayal. There are no rules for determining whether
this is, or is not, the case. One must exercise his best
judgment in light of the particular purpose or use for
the chart.

What is the best question to ask when considering
combination charts?

a. Will combining these charts decrease
their utility?

b. Will combining these charts provide
a better visualization?

10 As you have learned, a characteristic of organization

charts is simplicity. Combining several charts in one,
without caution, tends to create confusion rather than .
simplicity and clarity.
Select the purpose below which would best be
accomplished by a combination chart.

a. Portray the functional relationships
between two naval units.

b. Portray the relationship of a unit
commander to his subordinates.

-38-
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11} After you have drawn a chart it would be advisable to

ask yourself some questions about the chart. The following

list of check questions covers all types of organization

charts.

A review of the list will reveal that some questions

apply to all types while others ars restricted to only one

or two.

1)

2)
3)
4)

5)
6)

Does it show existing levels and lines
of authority?

Does it follow standard terminology?
Are all components included?

Does the chart show which are staff
and which are operating components?

Are functions adequately described?
Does the chart exhibit completeness,

simplicity, clarity, symmetry, and
unity?

Which of the checklist questions apply to structural

charts?

~-30.
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12 There are definite limitations to organization charts,

and serious misconceptions can arise from their incautious
use. The importance of organization charts should not be
overemphasized. While organization charts provide insights
into the formal organizations, they do not insure a good
organization or good management.
Select the statement which best describes how an
organization chart portrays management.
a. An organization chart portrays the structure
but does not indicate the "human element"
involved in management.
b. An organization chart portrays both the

structure and the "human element" involved
in management.

13 The organization chart does not indicate the "human

element" involved in management, and while showing the formal
chain of command does not show how the organization actually
operates.

If the oréanization chart possesses these limitations,
how is it useful?

a. Charts indicate faults and strengths in the
organizational structure.

b. Charts explain to officers, by way of
structural representation, which
management techniques are most effective.

-40-
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14§ The nature of human interactions may cause an organization

chart to become obsolete, Attention to changes in the

organization's operation frequently generates an updating

in the organizational charts.

This is the end of Programed Sequence 2. Now go to
the next page and take the Quiz,
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Summary Post-Quiz 2

Types and Limitations of Organization Charts

Answer the following questions as indicated in your Student
Guide.

1. Select the statement which best describes a limitation
of organization charts.

a. While an organization chart shows how the
organization actually operates it does
not indicate the "human element" involved
in management.

b. An organization chart portrays the formal
relationships between components but cannot
indicate strengths and faults of the
organizational structure.

c. While organization charts provide insights
into formal organization, they do not insure
a good organization, or good management.

d. An organization chart causes serious
misconceptions involving the formal chain
of command and its interrelationships.

2. Match the list of characteristics of charts with the

appropriate type of chart,

a, May provide z better portrayal 1) Structural
under certain circumstances

b, Indicates relationships--not 2) Combination
status

c. Outlines the basic component 3) Functional
relationships.

d. Larger boxes containing 4) Billet assign-
descriptions : ment or position

a. a-4, b-3, c-1, d-2
b, a-3, b-1, c-2, d-4
c., a-2, b-4, c-1, d-3
d. a-1, b-4, c-3, d-2 -42-
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3.  Which one of the following questions is not included
in the checklist for the development of organization charts?
a. Are functions adequately described?

b. Does the chart clarify existing
informal relationships?

c. Does the chart exhibit completeness,
simplicity, clarity, symmetry, and
uni ty?

d. Does the chart show which are staff
and which are operating components?

4, In which type of chart is structural detail minimized?
a. Functional
b. Position
c. Billet assignment

d. Combination

S. Select the statement which best describes the main
characteristic of structural charts.

a. Structural charts portray the interrelation-
ships of the command functions regardless of
the organization's size,

b. Structural charts are the simplest charts
which portray both the command structure
and the component functions regardless of
organizational size.

c. Structural charts are dependent on the
organizational size,; it makes a difference
if one is charting a destroyer or an
aircraft carrier.

d. Structural charts are relatively independent
of organizational size; it makes little
difference to the charting requirement
whether the organization 1is an aircraft
carrier or a patrol boat.

-43-
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Now check your answers.

ANSWERS TO SUMMARY POST-QUIZ 2

1. ¢
2. ¢
3..0b
4, a
5. d

This is the end of Par. Five, Segment VII.
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INTRODUCTION TO PSYCHOLOGY PART FIVE
AND LEADERSHIP SEGMENT VII

ORGANIZING: CHARTING

PROGRESS CHECK

Question 1.
Select the statement which correctly describes the purposes

of organization charts.

a. Organization charts clearly show lines of
authority; portray the formal organization;
facilitate understanding of difficult
informal relationships.

b. Organization charts are tools to assist
management; portray the formal organization;
show how the organization actually operates.

¢. Organization charts portray the formal organ-
ization; facilitate understanding of difficult
informal organizational concepts; €i€arly show
lines of authority. e

d. Organization charts clearly show lines of
authority; are tools to assist management;
portray the formal organization.
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Question 2.

Which of the following statements best describes the
Jimitations of organization charts as far as ''real” versus

"portrayed" organization is concerned?

a, They show structure, chain of command
and actual operation, but not the human
element involved in management.

b. They show structure, the human element
in management, and the chain of command,
but not the actual operation.

c. They show structure and chain ¢ command,
but neither the human element involved,
nor the actual operation.

d. They show structure, but not the human
element in management, the chain of
command, or the actual operation.

Question 3,

Select the statement which correctly describes the
influence of organization charts on the quality of the organ-

ization itself and ithe quality of management.

. Organization charts will insure a good formal
organization, and provide insight into the
formal organization. They have no effect on
management,

b. Organization charts only provide insight into
the formal organization. They do not insure
either a good formal organization or good
management,

c. Organization charts provide insight into the
formal organization and insure good management.
They do not insure a good formal organization.

d. Organization charts insure a good formal
organization and good management. They
provide no insight into the formal organ-
ization.

Q -2-
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Question 4.

Which of the following items correctly lists types of
charts in the following order: structural, functional,

billet assignment, combination?

a. Ship's organization; personnel assigned;
deck division duties; organization and
functions.

b. Organization and functions; deck division
duties; personnel assigned; ship's organ-
ization.

c. Ship's organization; deck division duties;
organization and functions; personnel
assigned.

d. Ship's organization; deck division duties;
personnel assigned; organization and
functions.,

Question 5.

Which of the following statements correctly lists the

characteristics of structural charts?

a. Structural charts show the structure of an
organization, are relatively independent of
organization size, and indicate interrelation-
ships of functions.

b. Structural charts show the structure of an
organization, show basic relationships among
components, and can show functions as well
as structures.

c. Structural charts show the: structure of an
organization as well as the functions, show
basic relationships among components, and
are relatively independent of organization
size.

d. Structural charts show the structure of an
organization, are relatively independent of
organization size, and show basic relation-
ships among components,

. -3-
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Question 6,
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The chart above lacks one characteristic of a good

organization chart. Identify the missing characteristic,

b. Clarity
c. Symmetry

. Unity
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Question 7.
One of the charcteristics of a good organization chart

is completeness.

Which of the following shows the requirement(s) to make

a chart complete?

a. The chart must show all components of the
organization and their relationships to
other organizations.

b. The chart must be verified as accurate
and current, indicate the date prepared
and carry with it the signature of the
Commanding Officer.

c. The chart must identify all components
involved and show their relationships.

d. Both b and c above
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Which of the following statements best describes the
chart above?
a. B has a staff (advisory) relationship to
D and E. C functions part-time as H.
b. B has functional authority over D and E.
C has a staff (advisory) relationship to
H.

c. B functions part-time as D and E. C has
a staff (advisory) relationsh?p to H.

d. B has a staff (advisory) relationship to
D and E. C has functional authority over
H.
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Question 9.

A check list should be used to ensure proper development
of a good organization chart.

Which of the following questions would not be included

in such a check list?

a. Is standard terminology used?
b. Are all components included?
¢. Are functions adequately described

d. Docs the chart satisfy all potential
users?

Question 10.

Which type of organization chart is shown below?

IBRIGADE COMMANDE&J

|R‘.MT CDR ‘ @I‘_CI;R

BN CDR BN CDR BN CDR BN CDR BN CDR BN CDR

a, Structural
b. Functional
¢, Billet assignment or position

d, Combination
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FOREWORD
"Mhe vay to be nothing is
te lo nothing,"

Edgar N. Howe

This scgment wiil show vou how to convert plans and
decisions into purposeful action, thus providing a bridge
hetween preparation of plans and achicevement of ohjiectives,
Yon will become {amiliar with how decisions are made and
what facets must be considered for proper directing., You
will gain an understanding of such factors as environment,
technique, and emphasis, and their part in the process of
dirccting. The relationship of dirccting to leadership and
management will be covered to help vou familiarize vourself

with this< primary part of the military management process,
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INFRODUCTION 10 P'SYCHOLOGY PART FIVLE
AND LLADLERSHITYP SEGMENT VIII

DIRECTING

Summary 1

l'urposes, Requirements, and
Lnvironment for Directing

Definition and Purposes

Up to now we have been concerned with planning and organizing.
These prerequisites for the eaccution of uny task are wasted
unless the leader successfully directs his men and resources,

Directing is the dynamic function that converts plans into
purposcful action, and provides the bridge between preparation
of plans and achicvement of objectives, 1f you as Chief
Lngineer aboard a destroyer are in charge of the ship's overhaul,
you will no doubt spend hours with the ship's officers uasscssing
both repair nceds and available resources. You then plan and
organize the project, But to complete the mission, you have .
to direct your men so that thesce plans dare converted into
accomplishment,

Directing, then, is the actuating phase, the specific giving
of orders, in the overall management process, The directing
stage tests the accuracy of the leader's prior estimates
regarding capabilities and his assumptions as to timing, the
level at which personnel perform, and the functioning of
equipment. As this testine unfolds, the leader reccives feed-

back as to the need for revising his own plans for accomplishing
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The abiiity to direct effectively i» rmportant to the
military leader. During wartime it is vital that plans be
cvecuted with precision, Poor dircction may ciause the failure
of an operation and an eapanding catastrophce. The need for
offective actiun in peacetime is just as apparent, although

farlure 1s less dramatic,

Regquidrenients

A leader should consider some basic requirements concerning
the issuing of orders., [First, will eaisting resources permit
the accomplishment of the objective? 1s the "order'" that
initidtes the action recasonable in the sense that compliance
can be eapected?  Are the resources available? Do subordinatces
posscss the physical and mental ahilites for the taskh?  This
requirement is 1n accord with the key leadership factor which
states:  "An effective leader employs his unit in accordance
with its capabilities." Sccond, arc the orders, clcar, concisc,
and complete? Do they specify when the action is to be
accomplished? Do all the pcople who nced to know "get the
word"? Are the orders compatible with organizational ohjectives?
rhird, the leader should combine motivation and authority dependin
upon the situation and the superior-subordinate relationship.
For instance, do not try to appeal to the creativity of your
men when you want them to wash paint work, Fourth, is there
adequatc interpecrsonal communication? Picturc yourseclf in a
subordinatc's position where you rarcly communicate with your

immediatc superior. flow well can you understand his directives?

Can you he sure you know what he really wants? Effcctive

-2-
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communication not only relays instructions but also reflects
previous interactions so that there is a continuous flow in
the interchange of information. Communication up and down and
across is desirable also because it builds a spirit of belonging.
Fifth, is the leader considerate of his subordinates? Does

he conscientiously make an effort to view things from their
position? Is he aware of his own limitations and capabilities,
and is he objective in issuing orders? This requirement is in
accord with the key leadership factor which states: 'An
effective leader treats every person as an individual, not as

a number."

Environment

On board a ship you will encounter a variety of groups
functioning as bridge watch teams, fireroom watch teams, combat
information center watch teams, gun crews, and damage control
parties, Directing in this type of "multi-interactive"”
environment involves a network of relationships between a
leader and hié subordinates in which behavior and plans,
through the process of feedback, can modify directing.

Since both the leader and the subordinates share in the

knowledge that each party contributes to total effectiveness,

mutual respect and a reliance of one upon the other are established.

In a highly interactive environment it is imperative that
a leader communicate motivation to his men. The leader should

realize that people achieve a sense of importance from doing
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different but essential tasks which implement common goals.
Every individual has certain work-related needs which are
central to motivation, These needs are opportunity, recognition,
belonging, and security,

It is a challenge to every leader to find the best way
to manipulate environmental factors so as to increase motivation,
Four procedures applied simultaneously can aid the leader in
creating a proper environment, First, ensure that your men
know who works for whom, to whom they report, who reports to
them, and to whom you report. Second, take the time to explain
the rationale underlying policies, procedures and standard
practices., Third, whenever possible explain the reasons and
purposes for orders you issue. Fourth, instill in your men beliefs

which fulfill both personal and organizational needs.

This is the end of Summary 1. Now, take Summary Pre-Quiz
1 on the next page.
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Summary Pre-Quiz 1

Purposes, Requirements, and
Environment for Directing

Answer the following questions as indicated in your Student
Guide.

1. Which one of the following is the best definition of
directing?

a. The process of issuing orders, announcing
decisions, and following through on details

b. The dynamic function that converts plans
into purposeful action, thereby providing a
bridge between the preparation of plans and
the achievement of objectives.

€. The act of executing orders and carrying out
commands which have been issued by your
superior

d. The final phase of preparation which enables
you to achieve the desired objectives without
a subsequent loss of motivation

2. Which statement best describes the relationship involving
directing and the environment in which it takes place?

a. The environment causes the leader to discard
actions he initially thought were effective,
and replace them with courses of action which
are flexible,

s. Directing involves a network of relationships
between a leader and his subordinates in which
plans can be modified through the process of
feedback.

¢. The leader's directing effectiveness is not
affected by subordinates, rather the leader
controls the environment of the subordinates.

d. Superiors and subordinates are equally

dependent upon one another, but the subordinates
influence directing more significantly,

-5-
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3. Which of the following statements is the best description
of the relationship between giving orders and the actuating
phase of the management process?

a. Giving orders precedes the actuating phase,

b. Giving orders is not necessary to initiate
the actuating phase,

c. Giving orders is the actuating phase.

d. Giving orders is only partially related to
the actuating phase,

4. Which of the following is a requirement for effective

directing?

a. The leader should maintain his unit at a

maximum level of combat readiness through
fre. ont traianing.

b, The leader should both inform his men of all
rationale surrounding his decisions and
include them in the actual decision making
process,

¢. The leader should be strong-willed enough to
place himself above personal need motivation.

d. The leader should use the right combination »f
motivation and authority depending upon the
situation and the senior-subordinate
relationship,




DIRECTING Five/VI../ST/SV

5; Which of the following are personal work-related needs
central to motivation?
1) Opportunity
2) Relaxation
3) Recognition
4) Belonging
5) Accomplishment

6) Security

a. 1, 2, 4, 6
b. 1, 3, 4, 5
c. 1, 3, 4, 6
d. 2, 3,5,6

Now, check your answers on the next page.
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ANSWERS TO SUMMARY PRE-QUIZ 1

1. b
2. b
3. ¢
4, d
5. ¢

If you missed one or more questions go to the next page and

go through Programed Sequence 1. If you answers are correct,
read Summary 2 on page 23.
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Programed Sequence 1

Purposes, Requirements, and
Environment for Directing

1 Up to now in considering the role of the military manager

we have been concerned with preparatory functions of planning
and organizing., All this effort expended by a leader is wasted
unless he successfully directs his men and resources.

Which phase of the management process is most important?

a. Planning

b. Organizing

c. Directing

d. All are equally important

2 Your individual proficiency as a leader can be improved

through experience and training that is based on a knowledge
of the factors involved in leading and directing.
What knowledge will best help a leader improve his

proficiency as a leader?

a., Knowledge of the psychological effects of
human interaction

b, Knowledge of the factors involved in leading
and directing
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3 Directing is the dynamic function that converts plans

into action, thereby providing a bridge between the preparation
of plans and the achievement of objectives,
Which of the following is an example of directing?

a, LTJG Folsom was preparing a study of the
enemy's agricultural capability. After he
completed the task he submitted it to the
Commanding Officer, who in turn, submitted
the document to higher headquarters, )

b. LT Shaffer, the Chief Engineer, organized
the ship's officers and men into new units
to perform an overhaul of the ship. When
the work began, Shaffer oversaw each unit's
progress,

4 Directing is the actuating phase, the specific giving

of orders, in the overall management process. The directing
stage tests the accuracy of the leader's prior estimates
regarding capabilities, assumptions as to timing, the level
at which personnel perform, and the functioning of equipment.
Select the example in which a junior officer's assumptions
and estimates would best be tested.
a. A fire control technician is directed tn
increase the frequency of performance
checks on fire-control radar prior to

entering a combat zone.

b. A seaman is directed to square away his
uniform prior to going on liberty.

-10-
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5 As the directing stage unfolds, the leader receives

feedback as to the need for revising objectives. Assume that
as assistantiweapons officer on a guided missile frigate, you
have advised the Weapons Officer that your men will perform
certain required test checks on the Terrier Launcher by 1600
tommorrow. Several hours later your CPO informs you of trouble
with a piece of test equipment. In view of the negative feedback
you receive about the performance of resources, you must revise
your objective.

Select the statement about feedback which is most
appropriate,

a. Only negative feedback requires that objectives
be revised.

b. Both negative and positive feedback often
necessitate revision of_objectives.

6 The ability to direct effectively is extremely important

to the military leader. During wartime it is vital that war
plans be executed with precision. The failure of an operation
because of poor dirc.tior may well rcsult in catastrophe. The
need in peacetime is just as apparent, although failure is
less costly,.

What is the difference in effective direciing during war
and peace?

a., In peacetime a failure due to poor direction
is less costly than in war,

b, In peacetime a failure due to directing does
not require revising objectives as it does
in wartime.

-11-
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7 Before issuing orders a leader should consider some

important questions. Chances of success are enhanced greatly
if these basic requirements are not neglected., First, will
existing resources permit the accomplishment of the objective?
Is the order that initiates the action reasonable in the sense
that compliance can be expected? Are the resources available?
Do subordinates pcssess the physical and mental abilities for
the task?

These questions are in accord with which of the following
leadership factors?

a. An effective leader establishes objectives
and plans for their accomplishment,

b, An effective leader employs his unit in
accordance with its capabilities,

8 Are the orders, in whatever form issued, clear, concise,

and complete? Do they specify when the action is to be
accomplished? Do all the people who need to know "get the word"?
Are orders compatible with organizational objectives? As a
leader you should never take these considerations for granted.
Much delay can be avoided by communicating clearly.

Select the statement which is most appropriate.

a, Issuing orders clearly and completely will
facilitate feedback from subordinates.

b. Issuing orders clearly and completely is
less important than making certain all
personnel have the order,

-12-
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9 Is the leadership effective in motivating the subordinate
to accomplish the objective? The leader should use the right
combination of motivation and authnrity depending upon the

situation and the senior-subordinate relationship. Excessive

dependence on authority is counterproductive. For instance,
do not summarily order your chief petty officer to calibrate
the radar without saying that you need an accurate measurement
as soon as possible and that he can do the job better than

anyone else.
What is the most desirable approach to issuing orders?

a. The leader should rely on his authority,
derived from his rank and experience.

b. The leader should use a combination of
motivation and authority, the degree of
each depending upon the situation.

10 Is there adequate interpersonal communication? Picture

yourself in a subordinate's position where you rarely commu-

nicate with your immediate superior. How well can you really
understand his directives? Can you be sure you know what he

wants? Effective communication not only relays instructions,

but also reflects previous interactions so that there is a

continuous flow in the interchange of information.
Select the statement which describes another important
facet of communication.

a. Communication up and down the organization
increases the Commanding Officer's ability
to sympathize with enlisted men's problems.

b. Com@unication up and down and across is
desirable because it builds a spirit of
belonging.

o
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11 Is the leader considerate of his subordinate? Does he

" conscientiously make an effort to view things from the other's
position? 1Is he aware of his own limitations and capabilities
and is he completely objective in issuing orders? Subordinates
often feel that a leader cannot comprehend their situations.
Even if this is not, in fact, the case, the mere belief is
enough to thwart a leader's efforts. He must gain his men's
confidence through sincere consideration of their nceds. o

This last requirement of directing is in accord with
which key leadership factor?
a. An effective leader seeks responsibility
and develops a sense of responsibility

arong his subordinates.

b. An effective leader treats every person as
an individual, not as a number.

121 Which situation best exemplifies a leader concerned with

effective directing? .
a. LTJG Holland, an assistant engineering
officer, encourages his men to seek
additional training. If they choose
not to he assigns them tasks considered
distasteful to the crew. Every three
hours he checks on them, to answer questions,
and to see if they want to sign up for
USAFI courses.

b. LTJG Thompson, an assistant engineering
officer, maintains an open door policy.
His men may see him whenever they want.
If, when giving them orders there are
questions, Thompson makes an effort to
answer, explaining the reasoning behind
complex orders.

-14-
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13} On board a ship you will encounter a variety of groups

functioaing as bridge watch teams, fireroom watch teams,
CIC teams, gun crews, and damage control parties. Directing
in this type of "multi-interactive" environmant involves a
network of complex relationships between a leader and his
subordinates in which behavior and plans can be modified through
the process of feedback.
What is the effect of feedback on directing and objectives?
a. Feedback may cause modification.

b. Feedback causes communication problems.

14 The leader and his subordinates are an interdependent

team. Their actions form a coordinated series. Since both
the leader and the subordinates share in the knowledge that
each party contributes to the total effectiveness, there is j
a mutual respect established, and a reliance of one upon the
other.
Recognizing the interdependent nature of the senior-
subordinates relationship results in which of the following?
a. Motivation and resourcefulness

b. Mutual respect and reliance

-15-
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15 In a highly interactive environment it is imperative that

a leader communicate motivation to his men. The leader should
rcalize that people achieve a sense of importance from doing :
different but essential tasks which implement goals they and
their peers scek.

Which of the following statements is true?

a. Every individual has c.rtain work-related
needs which are central to motivation.

b. Every individual places motivational needs
above organizational goals.

16 These work-related needs of individuals are opportunity,

recognition, belonging, and security. Individuals want the
opportunity to use their initiative and ingenuity, and want
to receive recognition for their diligent efforts. They need

a sense of belonging and securi?  which is present if their

unit is cooperative, unified, and successful.
What are the work-related needs of individuals?

a. Opportunity, recognition, belonging, securitv

b. Success, recognition, security, identity

ERIC
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17} One of the greatest challenges to every leader is discovering

the best way to manipulate environmental factors so as to
increase subordinates' moti ration., A sinister attitude toward
this challenge is unwarranted. Sincere efforts and attitudes
on the leader's part are necessary if motivation is to be
long lasting.
What is one of the greatest challenges confronting every
leader?
a. Discovering the way to create an atmosphere
in which organizational goals supersede
personal needs,
b. Discovering the best way to manipulate

environmental factors so as to increase
subordinaces' motivation.

18 There are four procedures which, if applied simultaneously,

can aid the leader in creating an environment where motivation
flourishes, First, you must ensure that your men know who
works for whom, to whom they report, who reports to them, and
to whom you report.

This procedure can aid the leader in which of the
following?

a. Creating an environment in which information
1s exchanged quickly.

b. Creating an environment where motivation
flourishes.

-
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19 A leader should vake the time to explain the rationale

underlying policies, procedures and standard nractices.
What is an effect of this practice?

a. Subordinate understanding will deepen,
thereby increasing motivation.

b. Subordinate compliance will be assured,
thereby satisfying their work-related
needs.

20 Whenever possible explain the reasons and purposes for

orders you issue.
In which situation woeuld this not be possible?

a. PBR-180 received sniper fire from the
left bank of the river. LTJG Holmes
ordered his men to open fire on the
suspected enemy position.

b. The men of the, Supply Department had’
their liberty canceled. LTJG Thompson
ordered them to inventory all existing
stock.

21 Lastly, a leader must instill in his men beliefs which

fulfill both personal and organizational needs.

If a leader employs this last procedure and the others
stated previously what should result?

a. Subordinate motivation will increase.

b. Subordinate motivation will, at least,
remain static.

This is the end of Programed Sequence 1. Now, go to the
next page and take Summary Post-Quiz 1.
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Summary Post-Quiz 1

Purposes, Requirements, and
Environment for Directing

Answer the following questions as indicated in your Student
Guide.

1, Which of the following is a requircment for effective

directing?

a, The leader should be strong-willed enough
to place himself above personal need motivation.

b. The leader should maintain his unit at a
maximum level of combat readiness through
frequent training.

¢. The leader should use the right combination
of motivation and authority depending upon
the situation and the senior-subordinate
relationship.

d. The leader should both inform his men of all
rationale surrounding his decisions and
include them in the actual decision making
process,

* S

2. Which one of the following is the best definition of
directing?

a, The act of executing orders and carrying

out commands which have been issued by your
superior

The process of issuing orders, announcing
decisions, and following through on details

The final phase of preparation which enables
you to achieve the desired objectives without
a subsequent loss of motivation

The dynamic function that converts plans

into purposeful action, thereby providing a
bridge between the preparation of plans and the
achievement of objectives.

-19-
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.

3. Which statement best describes the relationship involving

directing and the environment in which it takes place?

a.

The environment causes the leader to discard

actions he initially thought were effective,

and replace them with courses of action which
are flexible.

The leader's effectiveness is not affected by
subordinates; rather the leader contrcis the
environment of the subordinates.

Superiors and subordinates are equally
dependent upon one another, but the subor-
dinates influence directing mrre signif-
icantly.

Directing involves a network of relation-

ships betwern ~ leader and his subordinates in
which plars can be modified through the process
of feedbsck, 3

S r—, -~

4, Which of the following are personal wc "¥-related needs

central to motivatipon?

1)
4 " 2)
3)
4)
5)
6)

Recognition
Opportunity
Belonging
Secuivy
Relaxation
Accomplishment
1, 2, 4, 6

1, 3, 4, 5

1, 2, 3, 4

2, 3, 5, 6
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S. Which of the following statements is the best description
of the relationship between giving orders and the actuating

phase of the management proce¢ss?
a, Giving orders is the ictuating phase.

b, Giving orders is not 1ecessary to initiate
the actuating phase.

Giving orders is only artially irelated to
the actuating pha.e.

d. Giving orders precedes the actu...ng phase,

Now, check your answers on the next page.

-

-21-
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ANSWERS TO SUMMARY POST-0"IZ 1

1. ¢
2., d
3. d
4. ¢
5. a

Now, go to Summary 2 on the next page.

-22-
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Summary 2

Directing

Under and Overdirecting

Effective directing involves adjusting managerial style
to the objectives of the organization, the capacities of
subordinates, and your own personality. When a harmonious
mixture of these factors is not achieved, the leader is either
underdirecting or overdirecting. Both extremes are equally
ineffective.

If a leader's directions are too general his men may think
of him as indecisive. As confidence in the leader erodes,

‘bordinate effectiveness decrcases. Subordinates may not respond

rapidly and effectively in a stress situation. A leader who
continually underdirects forces his subordinates to determine
their own set of priorities. This will usually result in
poorly coordinated ciforts and a distortion of organizational
cbjectives,

On the other hand, overdirecting siifles subordinates'
interest, initiative, and creativity. This cnfortunate end

is reached after a series of apparently logical ccnelinsions

by subordinates. Overdirecting creates definite images of
the leader's attitudes toward his subordinates. He appears
to always instruct them, thereby causing the men tc feel
underrated and misused. If this situation becomes constant,
subordinate interest, initiative, and creativity can only
be stifled. Subordinates will feel less loyalty not only

for the leader, but for the organization as well.

-23-
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Leadership

Theodorc Haimann states in his book, Professional

Management, Theory and Practice, that "leadership....

(involves) the process by whic. a (superior) directs, guides,
and influences the work of others in choosing and attaining
specified goals...." One of the key leadership factors is:
"Make sure that the task is understood, supervised, and
accomplished.”" This is the function of directing. Although
the military executive possesses all the necessary authority
to ensure strict compliance with orders, his results will be
much more effective if he is also a good lecader. Research
results suggest that leadership may be acquired through
experience, education, and training. It is likely that
leadership exhibit< i‘.elf as a product of acquired character-
istics and situation; in particular groups. Thus, the
leader develops his leadership characteristics through
experience and training, and the evidence of these chdaracter-

istics varies with the situation.

This is the .end- of -Summary 2. Now take Summary Pre-Quiz 2
on the next page.
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Summary Pre-Quiz 2

Directing

Answer the following questions as indicated in your Student
Guide.

1. Select the statement which best descrikes effective
directing.

a, Effective directing involves careful
consideration of subordinates' personal
needs in conjunction with organizational
goals.

b. Effective directing involves satisfaction of
subordinates's work-related needs as a means
of achieving organizational objectives.

c. Effective directing involves adjusting
managerial style to the objectives of the
organization, the capacities of subordinates,
and the leader's personality.

d. Effective directing involves adjusting -~
managerial style to the peculiar experiences
and attitudes of subordinates in varying
situations.

2.  Which statement best explains the implications of
overdirecting?

a. Overdirecting causes subordinates to
establish their own set of priorities.

b. Overdirecting stifles interest, initiative,
and creativity.

c. Overdirecting develops an exaggerated
sense of importance in the subordinates.

d. Overdirecting confuses organizational goals
with work-related needs.

-28-
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3. Whicl. statement best states a relationship between
directing and leadershin?

a. Leadership and directing mean the same
thing.

b. Leadership is impersonal while directing
is personal.

c. Directing is best accomplished through
effective leadership. R

d. Leadership is best accomplished through
effective directing.

4, Underdirecting usually results in which of the following?

a. Subordinates with initiative and
imagination

b. Subordinates' establishing their own set
of priorities

c¢. The leader's losing his sense of authority
and discipline

d. Subordinates whose initiative and creativity
are stifled

Now. check you answers on page 28.
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ANSWERS TO SUMMARY PRE-QUIZ 2

1. ¢
2. b
3. d
4. b

If you missed one or more questions go to the next page and
go through Programed Sequence 2.

-28-
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Programed Sequence 2

Directing

1 Effective directing involves adjusting managerial style

to the objectives of the organization, the czpacities of
subordinates, and your own personality. When a harmonious
mixture of these factors is not achieved, the leader is either
underdirecting or overdirecting.

Select the statement which best explains the causes for
over and underdirecting.

a. The leader emphasizes the objectives of

the organi.ation and neglects considering

the capacities of his subordinates, or vice
veisa.,

b. The leader incorporates situational
considerations when adjusting his
managerial style, and changes his
methods because they fit his personality.

2 Underdirecting and overdirecting are extreme situations

which are equally ineffective. Although both situations
have been characterized as "extreme," they frequently occur,
due to thoughtlessness.

Which would a good leader choose?

a. Underdirecting

b. Overdirecting

c. None of the above

. [ ] -29-
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3 If a leader's directions are too general, subordinates

may think him indecisive. As confidencz in the leader erodes,
subordinate effectiveness decrcases. Subordinates may not
respond rapidly and effectively in a stress situation.

Which statement describes an implication of underdirectiing?

2. Subordinates view the leader as confident
in their ability,

b. Subordinates view the leader as indecisive.

4 A leader who continually underdirects forces his

subordinates to determine their own set of priorities.

This situation may result in which of the following?
a. Poorly coordinated efforts and a distortion
of organizational objectives.

b. A reevaluation of orga 7ation goals
and methods by the lea
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[E] On the other ¢, treme, overdirecting stifles subordinates!
interest, initiative, and creativity, This anfortunate end
is reached after a scries of apparently logical conclusions
by subordinates. Overdirecting creates definite image of the -
leader's attitudes toward his .ubordinates. llc appears
to instruct them, thereby causing the men to feel underrated
and misuscd.r‘
What isfaie) the logical result(s) of such a situation,
whether irferred or real?

a., Subordinates feel less loyalty for the leader
and organization,

b. Subordirates determine their own set of
priorities,

¢. Interest, initiative, and creativity are
stifled,

6 Theodore Haimann states in his book, l'rofessional

Management, Theory and Pract ce, that "leadership...(involves)

the process by which a (superior) directs, gtides, and
influences the workh of others in choosing and attaining
specified goals...." One of the key leadership factors is:
"Mahe sure that the task is understood, supervised, and
accomplished.” This is the function of directing.

Which one of the following descriptions of a i r
performing the functions of management MOST involves directing?

a. Leader develops plan to accomplish objectives.

b. Leader converts plans and decisions into
purposetful action.

¢. Leader organizes subordinates into
functional groups.

-31-
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7 Although the military exccutive possesscs all the

necessary autlhority to ensure strict compliance with orders,
his results will be much more effective if he is also a
good leader.

Which of the following would most likely produce a

successful leader? An officer who Jisplays the highest aptitude-

t in?
a. Organizing and diroct}ng
b. Planning and organizing
<. Coordinating and planning
d. Organizing and controlling
8 Research results suggest that leadership may be acquired

through oxpcrlcncc,icdntagigg” and training. It is likely
thiat lecadership exhibits itself as a product of acquired
characteristics and of situations in particuluar groups.
Irom these statements_one can conclude which of the
following?
a. The leader will e¢ventually lo: - these
acquired characteristics if he continually
over or under directs.
b. The Jeader. develops his lecadership
charactoristics through experience and

training and the evidence of these
. characteristics vary with the situation.

This is the end of Programed Sequence 2. Now, go to the next \\\
page and take S''mmary Post-Quiz 2.
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Summary Post-Quiz 2
, Directing

Answer the following questions as indicated in your Student
Guide.

1. Which statement best explains the implications of

overdirecting?

a, Overdirecting stifles interest, initiative,
and creativity.

b. Overdirecting confuses organizational goals
with work-related needs. ~

c. Overdirecting causes subordinates to establish
their own set of priorities.

d. Overdirecting develops an exaggerated sense
of importance in the subordinates.

2. Underdirecting usuaily results in which of the following?

a. Subordinates establishing their own set of
priorities

b. The leader's losing his sense of authority
and discipline

c¢. Subordinates whose iniciative and creativity
are stifled

d. Subordinates with initiative and imagination

-33-
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FOREWORD

"The structuring of an organszation
should never be Jdone zxcept in

terms of objectin-s to be achieved.
Too ofter tir organization chart is
planned and e¢recutel in a vacuum."”

Szeklep-Hudson

In this scgment you will learn how to use the previously
taught materiaul on organizing to help you draw a valid
picturc of the organization. The advantages and disadvantages
of charting and how a chart may help a ‘eader by providing him
much uscful information at a glance will be discussed. You
will lcarn that the type of organization and its mission will
affect the type of information and the detail necessary in
charting an organization. You should remember that the
organization chart is just a functional picture cof the organi-
zation and that people run the organization, not charts.

There are two tvpes of materials that can be used for
this segment and segments VIII, IX. and X. If the student is
assigned an audio tape track, he will follow the instruction
with an audio tape and appropriate pancl hooklet. If the
student is assigned the alternate track, he will cover the
same material by use of a Syndactic Text, similar to the

material presented in Part Two, segments IT, III, IV, and V.
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INTRODUCTION TO PSYCHOLOGY PART FIVE
AND LEADLRSHIP SEGMENT VII

ORGANIZING: CHARTING

Sumnary 1

Purposes and Characteristics of Organization Charts

Purposes

when you are assigned to a new organization, vou will
want to know such things as: Who commands it? whom do you
sec to get a particular job done? What is the role of that
perscn? Is this person exceeding his authority by issuing
vou orders? These questions and others can be readily
answered by organization charts. Organization charts aid
you in visualizing the overall picture of the organization
and the arrangement of relationships among units. Although
they cannot answer all questions, such as those dealing with
informal relationships, they facilitate an understanding of
organizational concepts which may be difficult to perceive
from oral or written descriptions.

A navigator needs to know how to use charts to guide
his ship; you, too, will need to know how to use charts to
guide you once you are established within an organization.
Charts clearly delincate lines of authority and provide a
basis for planning. The initial preparation of charte can
tell us a great deal about both the faults and strengths in
an organization structure, and can indicate which structural

realignments should be undertaken to improve the organization.
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We must be careful not to confuse an organization chart
with an organization. One cannot drive an automobile on
the roadmap any more than the organization chart itself
will accomplish organizational goals.

Organization charts must be properly constructed if

they are to be of any use.

Basic Construction

N

Chart construction follows a few conventions which you
need to recognize as guides to chart reading. If you under-
stand them you will read charts correctly; and ;n drawing up
organization charts, you will design them in such a way that
others will understand clearly the line and staff relation-
ships, duties, responsibilities, and authority of components
of the group or organization.

Four practices are common and generally adhered to:

1) A line of direct authority is represented
by a solid line between boxes.

M CaC
L1 L1
2) Units of an equivalent authority level

should be placed on the same horizontal
line,
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3) A line of information and advisory contact
(staff relationships) is shown by a broken
line (------- )} between boxes.

E=

S0 oo

4) A line of functional authority is represented
by a line of alternating dots and dashes
(-+-+-+-+-) between boxes.

The foregoing rules must be considered in conjunction

with other characteristics of good organization charts.

Characteristics of Good Organization Charts

First, Completeness. The chart must identify all
components shown, and their major relationships. Information
must be verified as accurate and current. The chart must
show its effective date and carry the signature of the
Commanding Officer.

Second, Simplicity. A chart should eliminate confusing,
complicating, or detailed information. But you must not lose
track of important but perhaps obscure or seldom used elements.

Third, Clarity. A chart is a means of communication.

If it is not clear, it may be worthless or even detrimental.
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Boxes should be la'.eled clearly. Brief explanatory notes
may be necessary. Lines should never cross.

Fourth, Symmetry. Charts should show components in
well-balanced arrangements. Unsymmetrical charts frequently
confuse or distort the picture of important command rela-
tionships.

Fifth, Unity. All units on a chart must be linked
together and shown as parts of a single organization. From
each box one must be able to trace a relationship to every

other box.

This is the end of Summary 1. Now turn to page 5 and take
the quiz.
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Summary Pre-Quiz 1

Purposes and Characteristics of Organization Charts

Answer the following questions as indicated in your Student
Guide.

1. Select the statement which best describes the purposes
of organiza.ion charts.

a. Organization charts provide a basis for
subordinate forecasting, determine levels
of authority, and aid the leader in deciding
which organizational component(s) can best
accomplish a task.

b. Organization charts are useful tools for
visualizing the process by which an organi-
zation decides on a particular course of
action, and are helpful in correcting flaws
in the organizational structure.

c. Organization charts provide a basis for
planning, determine lines of authority,
and reve2l a great deal about both the
faults and strengths in a organizational
Structure.

d. Organization charts clearly define the roles
of each member of the command structure,
establish controls on the delegation of
authority, and indicate which structural
realignments should be requested, authorized,
and effected.

ERIC

PAruntext provided by eric »
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2. Which statement is not a rule or characteristic for
basic construction of organization charts?

a. Units of an equivalent authority level
should be placed on the same horizontal
line.

b. A line of information and advisory contact |
(staff relationship) is shown by a line of
alternating dots and dashes.

€. A line of direct authority is represented
by a solid line between boxes. 1

d. Lines should never cross.

3. Match the statement with the most appropriate char-

acteristic of good organization charts.

1) Must be maintained if a. Completeness
important command rela-
tionships are not to be b. Unity
confused
c. Clarity

2) Brief explanatory notes
may be necessary. d. Simplicity

3) The chart should indi- e. Symmetry
cate the date prepared
and carry the
signature of the
Commanding Officer.

4) From each box one must

be able to trace a rela-
tionship to every other

|
|
box.
a. 1-b, 2-c, 3-d, 4-e
b. 1l-c, 2-a, 3-d, 4-b
C. l'e, Z'C’ 3-3) 4-b
d. 1-a, 2-d, 3-c, 4-e
Now check your answers on page 8.
-6-
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ANSWERS TO SUMMARY PRE-QUIZ 1

1. ¢
2 b
3. ¢

If all of your answers were correct, go to Summary 2 on
page 23. If you missed one or more questions, go to the next
page and go through Programed Sequence 1.
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Programed Sequence 1

Purposes and Characteristics of Organization Charts

1 Lacking a clear picture of your newly assigned organi-

zation, you may erroneously assume that it is like previous
organizations to which you have been assigned. Organization
charts aid you in visualizing the overall picture of the
organization and the arrangement of relationships among units.
Which one of the following statements is correct?
a, Organization charts facilitate an under-
standing of organizational concepts which
may be difficult to perceive from oral or
written descriptions,
b. Organization charts answer all questions

one has about the formal and informal
structure of an organization,

2 After a chart helps introduce you to a new organization

it continues to guide you. The p-imary guiding purpose of
a chart is to clearly delineate lines of authority.

Clearly delineating lines of authority helps you
answer which of the following questions?

a, Whom do you see to get something accom-
plished?

b. Is this person justified in issuing
you orders?

c. What is the role of a line officer?




Five/VII/ST/SV INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

3 Charts also provide a basis for planning. Without an

adequate understanding of the organization's component
relationships, realistic plans could not be formulated.

Who is most likely to use his knowledge of charts for
planning purposes?

a. An officer assigned to shore duty
in a Pentagon billet

b. An officer on shore patrol duty

4 The preparation or revision of existing charts reveals

much about both the faults and strengths in an organization
Structure.
Beyond this initial revelation what function can a chart
serve?
a. Charts can indicate which personnel must
be eliminated in order to promote efficiency
in the organization.
b. Charts can indicate which structural realign-

ments should be undertaken to improve the
organization.

-10-
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) You must be careful not to confuse an organization

chart with an organization. One cannot drive an automobile

on the roadmap any more than the organization chart itself

will accomplish organizational goals.

Which of the following is not a purpose of organi-

zation charts?

a. To delineate lines of authority

b. To facilitate an understanding of
organizational concepts

To govern the uses of delegation of
authority

d. To recognize faults and strengths in
the organizational structure

] Rules governing the construction of charts usually are

not "hard and fast" but must be applied with discretion and

common sense. If you understand these conventions you will

read charts correctly; and in drawing up organization charts,

you will design them in such a way that others will under-

stand clearly.
Why is it important to follow general charting conventions?

So as to include all possible information
in the charts

a,.

b. So &:s to prevent misinterpretation or
misuaderstanding

-11-
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7 A line of direct authority is represented by a solid

line between boxes. The following chart depicts the rela-

tionship of a Midshipman Company Commander to his platoon

leaders:
co
[1st L1} [2na pLT 3rd PLT
8 Midshipmen platoons are, as you know, units of

equivalent authority. When charting, these units should
be placed on the same horizontal line.

Which of the following charts is correct?

a.
co
r 1
PLT J PLT PLT
' H
PLT
b.
REGT
1
L | _
BN BN BN

-12-
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9 It is useful for a chart to distinguish line functions

Py L

AR T
S

+

5 oty
. ¥

from staff functions. Line functions are those which
involve transmission of direct authority, (It is important
to keep in mind that a staff officer has no authority over
line officers. However, the staff officer heading a staff
section, such as the Supply Officer on a carrier division
staff, does have line authority over his immediate subor-
dinates.) Staff (adviscry) relationships are indicated by

a dashed line, as in the chart below:

EXEC
1
r=-—1 weNs | [ Exc | | | oen |[ Nav |
|
ST S S
----- SUPPLY lMEDICAL SErv | | DISB

The solid lines in the chart above indicate which type
of relationship?

a, Staff (advisory)

b. Direct authority

¢. Equivalent authority

-13-
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10 The last basic rule for chart construction deals with

functional authority. Just as we have a special way to
distinguish direct line functions from staff functions, there
is a specific way to show functional authority, Alternating
dots and dashes are used to show a line of functional
authority wherein the officer has power over functions under-
taken by personnel not in his department. For example, the
Special Services Officer might be connected with dots and
dashes to the "B" and "M" Division representatives of the

Recreation Committee:

NAV L__opN ]| ENGR |

SUPPLY SPEC SERV

]

I | |

i I WR DIV l l Y DIV ]
| [SPEC SERV]  [SPEC SERV
| REP REP

' ! s
R (R |

-14-
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11] Select the chart which illustrates a staff advisory relation-

Dr D_.-.,-..l

.
}
H
|
H

&

1
l ] L1 | I

12] The rules governing chart construction are not sufficient

in themselves but must be considered in conjunction with
characteristics of good charts. The main characteristics

are: (1) Completeness (2) Simplicity (3) Clarity

(4) Symmetry (5) Unity

Which of the following statements is true?

a, The rules of basic construction are
alone sufficient to prevent misinter-
pretation of chart meanings.

v

b. The rules of basic construction must be
considered in conjunction with char-
acteristics of good charts.

e
S

s
yan ¢

e,



Five/VII/ST/SV INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

13] As a full graphic display of the organization, the

chart must identify all dgsired components and their major
relationships. The chart should indicate the date effective
and carry the signature of the Commanding Officer. This
is the characteristic of completeness.

If a chart is complete, which statement is true of it?

a. All its information is verified and
current,

b. All its information is available through
the organization's information system.

14] The next characteristic is simplicity. Simplicity

implies brevity, but not at the expense of completeness.
The purpose of the chart should govern what is included.
Details not needed to meet the desired purpose of the chart
should be left out.
You are asked by the CO to draft a chart displaying
the unit's command relationships.
Which of the following would you not include on your
chart?
a. The informal relationships existing
between the CO and the Operations
Officer.

b. The line of authority between the CO
and the Weapons Officer.

~16-
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15 A chart is a means of communication. Clarity, the

third characteristic, facilitates communication, whether

it be graphic or oral. Lines should not cross. Abbreviations
should be used only when all users know their meanings, or
when a legend appears on the chart. When portraying a

complex relationship the chart may cairy short explanatory
notes as necessary.

Select the chart which exemplifies clarity.

a, E:;::]

-~ CO C -+
] |
! :
! i
b. é [?
C [ W -------- =
1 ~
[ l | B s a— :
1] l_,J ) ~~{"] i
|
T e, _}

16 Symmetry is the fourth characteristic of a good organi-

zation chart. 1In a symmetrical chart boxes should be centered
and balanced as practicable. This does not mean that e;ch
side of a chart must be identical,

Failure to achieve symmetrical balance could result in
which of the following?

a. Confused organizational goals

b. Confused command relationships

-17-




I o - & TR T T A

Five/VII/ST/SV INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

17 Which chart is symmetrical?

X ——

18] The fifth characteristic, Unity, combines all the char-
acteristics., All units cn a chart must be linked together
and shown as a single organization. From each box one must

be able to trace a relationship to every other box.

From the following list select five characteristics of
a good organization chart:

1) Clarity

2) Unity

3) Availability
4) Symmetry

5) Brevity

6) Completeness
7) Simplicity

a. 1, 3,4,5,6
b. 1, 2, 4,6, 7
c. 1, 2,4,5,7

This is the end of Programed Sequence 1, Now go to the
next page and take the Quiz.
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Summary Post-Quiz 1

Purposes and Characteristics of Organization Charts

Answer the following questions as indicated in ypur Student

Guide.

1. Which statement 'is not a rule or characteristic for

basic construction of organization charts?

a.

b.

A line of direct authority is represented
by a solid line between lLoxes.

A line of information and advisory contact
(staff relationship) is shown by a line

of alternating dots and dashes,

Lines should never cross.

Units of an equivalent authority level

should be placed on the same horizontal
line.

-19-
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2. Match the statement with the most appropriate char-

acteristic of good organization charts.

1) The chart should indi- a, Simplicity
cate the date prepared
and carry the b. Completeness
signature of the
Commanding Officer. c. Symmetry

2) Must be maintained if d. Unity
important command rela-
tionships are not to be e. Clarity
confused

3) From each box one must
be able to truce a rela-
ticaship to every other
box.

4) Brief explanatory notes
may be necessary.

a., 1-b, 2-c, 3-d, 4-e

b. 1-¢, 2-a, 3-d, 4-b

c. 1l-e, 2-c, 3-a, 4-b

d. 1-a, 2-d, 3-c, 4-e
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3. Select the statement which best describes the purposes
of organization charts.

a. Organization charts provide a basis for
planning, determine lines of authority, and
reveal a great deal about both the faults
and strengths in organizational structure.

b. Organization charts provide a basis for
subordinate forecasting, determine levels
of authority, and aid the leader in
deciding which organizational component(s)
can best accomplish a task.

c¢. Organization charts clearly define the
roles of each member of the command
structure, establish controls on the
delegation of autho.ity, and indicate
which structural realignments should be
requested, authorized, and effected. -

d. Organization charts are useful tools for
visualizing the process by which an
organization decides on a particular
course of action, and are helpful in
correcting flaws in the organizational
Structure.

Now, check ycur answers on the next page.

-21-
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ANSWERS TO SUMMARY POST-QUIZ 1

1 b
2 a
3. a

Now, go to Summary 2 on the next page.

-22-
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Summary 2

Types and Limitations of Organization Charts

Types

Organization charts, like all charts, can be constructed
in many different forms, depending upon organizational
peculiarities or the purpose of the chart. A chart may
be excellent for one purpose and useless for another.

Seldom, if ever, can one organization chart satisfy all the
purposes of charts. Therefore, the Navy uses several kinds
of charts to portray military organization. They are:

(1) Structural

(2) Functional

(3) Billet Assignment or Position

(4) Combination

Structural charting is the most common and simnlified
method of charting. As its name implies, this chart depicts
the structure of the command and outlines the basic relation-
ships among components. The main characteristic of a
structural chart is its relative independence of organizational
size. It makes little difference to the charting
requirement whether the organization is a large aircraft

carrier or a small coastal patrol boat.

COMPANY

l |

PLATOON PLATOON PLATOON

? | | ! [ i
auap | [sauan] ksaua |lsauap | [sauan ] [sauap |[sauap | Fauap |lsaunn

-23-
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In functional charting structural detail is minimized.
There are fewer boxes shown, but those shown are larger
and contain descriptions of the functions performed by the
various command components. In this way, the interrelationships

of functions become obvious.

MILITARY PERSONNEL DEPARTMENT

PLANS, DIRECTS, AND COORDINATES
A CENTRALIZED MILITARY PERSONNEL

PROGRAM
PERSONNEL ACCOUNTING EDUCATIONAL AND
AND RECORDS DIVISION INSURANCE DIVISION

ADMINISTERS
COMPILES., BY MACHINE EDUCATIONAL PROGRAMS

METHODS., A VARIETY
OF PERSONNEL REPORTS QR¥}§§§ ON INSURANCE

The billet assignment or pcsition chart is the third
common type of chart. These charts may be of one or two
types, each serving a different purpose. One shows names,
billets, and titles or grades of personnel as they fit into
the current organization plan. The other is identical
except that no names are included. The people occupying
certain billets may change but billet positions do not. One
important thing to remember is that, in chart making, a billet
on a chart indicates relationship--not status. An example of
a billet assignment or position chart is the Watch, Quarter

and Station Bill on board a ship..

-24-
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Under certain circumstances it is possible that a
combination of two or more charts will provide a better
portrayal. But, as you have learned, a characteristic of
good organization charts is simplicity. Combining several
types in one chart without caution tends to create confusion

rather than simplicity and clarity.

Checklist

The following list of check questions covers all
types of organization charts. A review of the list will
reveal that some questions apply to all types while others
are restricted to only one or two types of charts.

1) Does it show existing levels and lines
of authority?

2) Does it follow standard terminology?
3) Are all components included?

4) Does the chart show which are staff
and which are onerating components?

5) Are functions adequately described?
6) Does the chart exhibit completeness,

simplicity, clarity, symmetry, and
unity?




O

ERIC

Aruitoxt provided by Eic:

ORGANIZING: CHARTING Five/VII/ST/SV

Limitations of Organization Charts

There are definite limitations to organization charts,
and serious misconceptions can arise from their incautious
use. The importance of charts to the organization should
not be overemphasized. While organization charts provide
insights into the formal organization, they do not insure
a good organization nor good managing.
An organization chart portrays the structure, but does
not indicate the "human element" involved in management,
and while showing the formal chain of command does not show
how the organization actually operates. Because of the nature
of human interactions, an organization chart can quickly become
obsolete. Attention to changes in the organization's operationé

frequently generates an updating in the organizational charts.

Now take Summary Quiz 2 on the next page.

-27-
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Summary Pre-Quiz 2

Types and Limitations of Organization Charts

Answer the following questions as indicated in your Student
Guide.

1. Select the statement which best describes the main

characteristic of structural charts.

a. Structural charts are dernendent on the
organizational size; it makes a difference
if one is charting a destroyer or an
aircraft carrier.

b. Structural charts portray the interrelation-

ships of functions regardless of the organi-
zation's size.

c. Structural charts are relatively indevendent
of organizational size; it makes little
difference to the charting requirement
whether the organization is an aircraft
carrier or a patrol boat.

d. Structural charts are the simplest charts
which portray both the command structure
and the component functions regardless
of organizational size.

2. In which type of chart is structural detail minimized? d
a. Billet assignment 15
b. Functional gg
>,
c. Combination E

d. Position

-28-
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3. Match the list of characteristics of charts with the

appropriate type of chart.

a. Larger boxes containing
descriptions

b. Outlines the basic
component relationships

C. May provide a better
portrayal under certain
circumstances

d. Indicates relationships--
not status

a. a-4, b-3, c-1, d-2
b, a-3, b-1, c-2, d-4
c. a-2, b-1, c-4, d-3
d. a-1, b-4, c-3, d-2

1)

2)

3)

4)

Structural

Combination

Functional

Billet assign-
ment or position

4.  Which one of the following questions in not included

in the checklist for the development of organization charts?

a. Does the chart show which are staff and

which are operating components?

b. Does the chart exhibit completeness,
simplicity, clarity, symmetry, and unity?

c. Does the chart clarify existing informal

relationships?

d. Are functions adequately described?

-29-
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S. Select the statement which best describes a limitation of

organization charts.,

a. An organization chart portrays the formal
relationships between components but cannot
indicate strengths and faults of the organi-
zational structure.

While an organization chart shows how the
organization actually operates it does not
indicate the "human element" involved in
management.

An organization chart causes serious
misconceptions involving the formal chain
of command and its interrelationships,

While organization charts provide insights
into formal organization, they do not insure
a good organization, or good management.

Now, check your answers on page 32.

ERI
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BLANK
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ANSWERS TO SUMMARY PRE-QUIZ 2

1. c

2. b

3. b

4, c

5. d

If you missed one or more
on the next page.

questions go to Program Sequence 2
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Progiramed Scquence 2

Types and Limitatiors of Organization Charts

1 Organization charts can be constructed in many forms,

depending upon organizational peculiarities or the purpose of
of the chart. Seldom, if ever, can onc organization chart
satisfy all the purposes of qhnrts.

Which statement is true?

a. \ chart can casily serve many diversec
Purposes

b. \ chart mav be cxcellent for one purposc
and useless for another.

2 Becausc orsanization ch.rts are limited in what they can

show the Navy uses scveral kinds to portray military organization.
These types arce: structural, functional, billet assignment or
position, and combination. Lach, with the exception of the
combination chart, primarily scrves one general purpose.

Which tvpe of chart would most likely be used to depict
command relationships?

a. Structural

h. Functional

¢. Billet a<signment or position

~33-
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3 Structural charts are the most common and simplified.

\s the name implies, th. chart depicts-the command

structurce and avtlines the basic relationships among

components.
COMPANY

-

PLATOON PLATOON PLATOON

] | 1 1 |
squap| [sauap | [sauap| |sauap| [sauaDj|sauab] | sauAD| [sauAD||sauAD

Choose the zxample which would best bhe portraved by a

<tructural chart.

a, IThe relationship betwecen the Naval Academy
\thletic \ssociation and the Physical
Lducation Department, including the functions
of cach

h. The staff relationships involving the midshipman
Brigade Commander, his staff, and the two
Regimental Staffs

4 The main characteristic of a structural chart is its

relative i1ndependence of erganizational size. It makes
little difference to the charting technique whether the
organization 1s a large aircraft carrier or a small coastal

patrol boat.

Which organization would be easier to chart structurally?
a. The Brigade of Midshipmen

b. \n aircraft carrier

¢. Neither would be casier than the other.
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5 A functional chart depicts specific functions of units in

the organization. 1[It resembles the structural chart only in

that boxes are connected; the overall emphasis is different.
Which type of chart would you consider more specific?
a. Structural

b. Functional

6 In functional charti. design detail is minimized.

Fewer boxes are shown, but those shown are larger and
contain descriptions of the functions performed by the
various command components. In this way, the interrelation-
ships of functions become obvious. The following is a

functional chart of a Mjlitary Personnel Department.

MILITARY PERSONNEL DEPARTMENT
PLANS, DIRECTS., ANL COORDINATES
A CENTRALIZED MILITARY PERSOMNEL
PROGRAM
PERSONNEL ACCOUNTING EDUCATIONAL AND
AND RECORDS DIVISION INSURANCE DIVISION
COMPILES, BY MACHINE ADMINISTERS
METHODS, A VARIETY EDUCATIONAL PROGRAMS
OF PERSONMEL REPORTS Ang§5§ ON INSURANCE
MATTER

Which statement is true?

a, In functional charting structural detail is
maximized.

b. In functional charting structural detail is
minimized,

-35-
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7 The third common type of chart is the billet assignment

I

or position chart. Many people confuse the intent of this
type of chart. It is important to remember that a billet on
a chart indicates relationship--not status.

What does a billet on a chart indicate?

a. Function

b. Relationship

c. Status

8 Billet assigament or position charts may be of two types.

One shows names, billets, and titles or grades ¢ personnel
as they fit into the current organizational plan. The other
is identical except that no names are included. The Watch,
Quarter and Station Bill (page 35) is an example of a billet
assignment or position chart.
Which statement best explains billet positions?
a. When the people occupying certain
billets crhange, billet positions
also change.
b. The people occupying certain

billets may change but billet
positions do not.

-36-
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9 Under certain circumstances it is possible that a

combination of two or more charts will provide a better
portrayal. There are no rules for determining whether
this is, or is not, the case. One must exercise his best
judgment in light of the particular purpose or use for
the chart.

What is the best question to ask when considering
combination charts?

a. Will combining these charts decrease
their utility?

b. Will combining these charts provide
a better visualization?

10 As you have learned, a characteristic of organization

charts is simplicity. Combining several charts in one,
without caution, tends to create confusion rather than
simplicity and clarity.

Select the purpose below which would best be
accompliched by a combination chart.

a. Portray the functional relationships
between two naval units.

b. Portray the relationship of a unit
commander to his subordinates.

-38-




ORGANTZING: CHARTING Five/VI1/ST/SV

11} After you have drawn a chart it would be advisable to

ask yourself some questions about the chart. The following
list of check questions covers all types of organization
charts, A review of the list will reveal that some questions
apply to all types while others ars restricted to only one
or two.

1) Does it show existing levels and lines
of authority?

2) Does it follow standard terminology?
3) Are all components included?

4) Does the chart show which are staff
and which are operating components? :

5) Are functions adequately described?
6) Does the chart exhibit completeness, :
simplicity, clarity, symmetry, and
unity?
Which of the checklist questions apply to structural
: charts?
; a. 1, 2,3, 4,6 ;
b, 1, 2,4,5,6
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12 There are definite limitations to organization charts,

and serious misconceptions can arise from their incautious
use. The importance of organization charts should not be
overemphasized. While organization charts provide insights
into the formal organizations, they do not insure a good
organization or good management,
Select the statement which best describes how an
organization chart portrays management.
a. An organization chart portrays the structure
but does not indicate the "human element"
involved in management.
b. An organization chart portrays both the

structure and the "human element" involved
in management,

13} The organization chart does not indicate the "human

element” involved in management, and while showing the formal
chain of command does not show how the organization actually
operates.

If the oréanization chart possesses these limitations,
how is it useful?

a. Charts indicate faults and strengths in the
organizational structure.

b. Charts explain to officers, by way of

structural representation, which
management techniques are most effective.

-40-



ORGANIZING: CHARTING Five/VII/ST/SV

’

14§ The nature of human interactions may cause an organization

chart to become obsolete. Attention to changes in the
organization's operation frequently generates an updating

in the organizational charts.

This is the end of Programed Sequence 2. Now go to
the next page and take the Quiz.
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Five/VII/ST/SV INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

Summary Post-Quiz 2

Types and Limitations of Organization Charts

Answer the following questions as indicated in your Student
Guide,

1., Select the statement which best describes a limitation
of organization charts.

a. While an organization chart shows how the
organization actually operates it does
not indicate the "human element’” involved
in management,

b. An organization chart portrays the formal
relationships between components but cannot
indicate strengths and faults of the
organizational structure.

¢. While organization charts provide insights
into formal organization, they do not insure
a good organization, or good management,

d. An organization chart causes serious
misconceptions involving the formal chain
of command and its interrelationships.

2. Match the list of characteristics of charts with the

appropriate type of chart.

a. May provide = better portrayal 1) Structural
under certain circumstances

b. Indicates relationships--not 2) Combination
status

¢. Outlines the basic component 3) Functional
relationships.

d. Larger boxes contiining 4) Billet assign-
descriptions . ment or position

a. a-4, b-3, c-1, d-2
b. a-3, b-1, ¢-2, d-4
' c. a-2, b-4, c-1, d-3
d. a-1, b-4, c-3, d-2 -42-
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ORGANIZING: CHARTING Five/VII/ST/SV

3. Which one of the following questions is not included
in the checklist for the development of organization charts?
a. Are functions adequately described?

b. Does the chart clarify existing
informal relationships?

c. Does the chart exhibit completeness,
simplicity, clarity, symmetry, and
unity?

d. Does the chart show which are staff
and which are operating components?

4, In which type of chart is structural detail minimized?
a. Functional
b. Position
C. Billet assignment

d. Combination

S. Select the statement which best describes the main
characteristic of structural charts.

a. Structural charts portray the interrelation-
ships of the command functions regardless of
the organization's size.

b. Structural charts are the simplest charts
which portray both the command structure
and the component functions regardless of
organizational size.

c. Structural charts are dependent on the
organizational size; it makes a difference
if one is charting a destroyer or an
aircraft carrier,

d. Structural charts are relatively independent
of organizational size; it makes little
difference to the charting requirement
whether the organization is an aircraft
carrier or a patrol boat.

-43-

FEret e S Wkt A LLs *

D i S 5
S Omnt M TG e 2F i W SN

L 258 e i ot




Five/VII/ST/SV INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

Now check your answers.

ANSWERS TO SUMMARY POST-QUIZ 2
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This is the end of Par: Five, Segment VII,
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PART FIVE

INTRODUCTION TO PSYCHOLOGY
SEGMENT VII

AND LEADERSHIP

ORGANIZING: CHARTING

PROGRESS CHECK

Question_1.

Select the statement which correctly describes the purposes

o ek e

of organization charts.

¢
4
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a. Organization charts clearly show lines of
authority; portray the formal organization;
facilitate understanding of difficult

informal relationships.

b. Organization charts are tools to assist
management; portray the formal organization;
show how the organization actually operates..

PP

‘

c. Organization charts portray the formal organ-
ization; facilitate understanding of difficult
informal organizational concepts; fﬁ@ﬂrly show

lines of authority.

d. Organization charts clearly show lines of
authority; are tools to assist management;
portray the formal organization.
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Five/VI1/PC INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

Question 2.

Which of the following statements best describes the
limizations of organization charts as far as '"real" versus

"portrayed" organization is concerned?

a, They show structure, chuin of command
and actual operation, but not the human
element involved in management.

b. They show structure, the human element
in management, and the chain of command,

but not the actual operation.

¢. They show structure and chain of cimmand,
but neither the human element involved,
nor the actual operation.

e Qg s

d., They show structure, but not the human
element in management, the chain of
command, or the actual operation.

Question 3.

Select the statement which correctly describes the
influence of organization charts on the quality of the organ-

ization itself and the quality of management.

a. Organization charts will insure a good formal
organization, and provide insight into the
formal organization. They have no effect on
management.

b. Organization charts only provide insight into
the formal organization., They do not insure
either a good formal organization or good
management.

c. Organization charts provide insight into the
formal organization and insure good management.,
They do not insure a good formal organization.

B e

d, Organization charts insure a good formal
organization and good management, They
provide no insight into the formal organ-
ization, 1
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ORGANIZING: CHARTING Five/VII/PC

Question 4,

Which of the following items correctly lists types of
charts in the following order: structural, functional,
billet assignment, combination?
a. Shiﬁ's organization; personnel assigned; ' .

deck division duties; organization and
functions.

b. Organization and functions; deck division i ;
duties; personnel assigned; ship's organ- }

ization.

c. Ship's organization; deck division duties;
organization and functions; personnel
assigned.

d. Ship's organization; deck division duties;
personnel assigned; organization and
functions. :

Question 5,

EC . R

Which of the following statements correctly lists the

characteristics of structural charts?

a. Structural charts show the structure of an
organization, are relatively independent of
organization size, and indicate interrelation-
ships of functions.

I R T T

b. Structural charts show the structure of an
organization, show basic relationships among
components, and can show functions as well

as structures.

ar Eprean TN

€. Structural charts show the-structure of an
organization as well as the functions, show .
basic relationships among components, and ,
are relatively independent of organization
size.

Structural charts show the structure of an
organization, are relatively independent of
organization size, and show basic relation-
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Question 6.
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Tne chart above lacks one characteristic of a good

organization chart. Identify the missing characteristic.

a., Simplicity
b. Clarity
c. Symmetry

e d, Unity

.
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ORGANIZING: CHARTING Five/VII/PC

Question 7.
One of the charcteristics of a good organization chart
is completeness.
Which of the following shows the requirement(s) to make
a chart complete?
a. The chart must show all components of the
organization and their relationships to
other organizations.
‘b. The chart must be verified as accurate
and current, indicate the date prepared
and carry with it the signature of the
Commanding Officer,

¢, The chart must identify all components
involved and show their relationships.

d. Both b and c above .
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Question 8.

A
..-———--- B C e+ ot o Gam 0 @m + aums | —.~i
! , i
| : '
- ] ] 1 ;
! D E F G TR -

---J-------
Which of the following statements best describes the
chart above?
a. B has a staff (advisory) relationship to
D and E. C functions part-time as H.
b. B has functional authority over D and E.
C has a staff (advisory) relationship to
H.

c. B functions part-time as D and E. C has
a staff (advisory) relationship tr H,

d. B has a staff (advisory) relationship to
g and E. C has functional authority over
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ORGANIZING: CHARTING Five/VII/PC-

e Question 9.

A check 1list should be used to ensure proper development

of a good organization chart.

which of the following questions would not be included

in such a check 1list?

a. Is standard terminology used?
b. Are all components included?
c¢. Are functions adequately described

d. Does the chart satisfy all potential
users?

ey

: Question 10.

which type of organization chart is shown below?

|BRIGADE COMMANDER |

[ RMT CDR [rGMT CDR

L | 1 |

BN CDR BN CDR BN CDR BN CDR BN CDR BN CDR

e R SR B 30 Sk DT TIWNET A R LE 2 ) Tk R e V2 D <0

a. Structural
b. Functional
¢. Billet assignment or position

d. Combination
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PART__Five SEGMENT__V11

REMEDIATION TEXT

PROGRESS CHECK ANSWER AND REMEDIATION FORM

Syndactic _Text, Volume V-C

REMEDIATION REFERENCE

ITEM ANSWER

1 FG] Summary 1: DPages 1-2

2 c Summary 2: TFage 27

3 b Summary 2: 1lage 27

4 [:] Summary 2: Pages 23-25

5 d Summary 2: Page 23

6 c Summary 1: Tages 2-4

7 z] Summary 1: Page 3

8 d Summary 1: Pages 2-3

9 d Summary 2: Page 26

10 a Summary 2: Pages 23-26
"
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FOREWORD

"The way to be nothing is
to do nothing."

Edgar K. Howe
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This segment will show you how to convert plans and g
decisions into purposcful action, thus providing a bridge i
hetween preparation of plans and achicvement of ohjectives. 2

=

You will become familiar with how decisions arc made and
what facets must be considered for proper directins. You
will gain an understanding of such factors as environment,
technique, and emphasis, and their part in the process of
: directing. The relationship of directing to leadership and

management will be covered to help you familiarize vourself

with this primary part of the military management process.
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INTRODUCTION TO PSYCHOLOGY PART F1IVE
AND LLADERSHIP SEGMENT VIII

DIRECTING

Summary 1

Purposes, Requirements, and
Environment for Dirccting

Definition and Purposes

Up to now wc huve been concerned with planning and organizing.
These prerequisites for the execution of any task are wasted
unless the lcader successfully directs his men and resources.

Directing }s the dynamic function that converts plans into
purposcful action, and provides the bridge between preparation
of plans and achicvement of objectives., If you as Chief
ingincer aboard a destroyer are in charge of the ship's overhaul,
you will no doubt spend hours with the ship's officers assessing
both repair nceds and available resources. You then plan and
organize the project. But to complete the mission, you have
to dircc¢t your men so that these plans arc converted into
accompl ishment,

Directing, them, is the actuating phase, the specific giving
of orders, in the overall management process, The directing
stage tcsts the accuracy of the leader's prior estimates
regarding capabilities and his assumptions as to timing, the
level at which persomnnel perform, and the functioning of
equipment. As this testine unfolds, the leader receives feed-
back as to the need for rcvising his own plans for accomplishing

objectives,
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Pive/NILT/ST/SY LN ERODUCT1ON TO_PSYCHOLOGY AND LEADLRSIHP

The ability to direct effectively is impostant to the i
military leader. buring wartime it is vital that plans be
caccuted with precision. Poor direction may ¢ausc the failurc
of an opcration .and an cxpanding catastrophce. The nced for
offective actiun in peacetime is just as apparent, although

failure is less Jdramatic,

Requd rement s

A leader should consider some basic requirements concerning
the issuing of orders. First, will existing resources permit
the accomplishment of the objective? 1Is the "order' that
initigtes the action rcasonable in the scnse that compliance
can be cxpected? Are the resources available? Do subordinates
posscss the physical and mental abilites for the task? This
requirement is in accord with the key lcadership factor which
states: "An effective lcader employs his unit in accordance
with its capabilities."” Sccond, are the orders, clear, concise,
and complcte? Do they specify when the action is to be
accomplished? Do all the people who need to know ''get the
word"? Arc the orders compatible with organizational objectives?

Third, the leader should combine motivation and authority dependin

{

¢ upon the situation and the superior-subordinate relationship.
N

: For instance, do not try to appeal to the creativity of your
i

4

mén when you want them to wash paint work, Fourth, is there
adequate interpersonal communication? Picture yourself in a
subordinate's position wherce you rarcly communicate with your
immediate superior. Ilow well can you understand his directives?

Can you be sure you know what he really wants? Effective

o “2-
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communication not only relays instructions but also reflects
previous interactions so that there is a continuous flow in

the interchange of information. Communication up and down and
across is desirable also because it builds a spirit of belonging.
Fifth, is the leader considerate of his subordinates? Does

he conscientiously make an effort to view things from their
position? Is he aware of his own limitations and capabilities,
and is he objective in issuing orders? This requirement is in
accord with the key leadership factor which states: '"An

effective leader treats every person as an individual, not as

a number."

Environment
On board a ship you will encounter a variety of groups
functioning as bridge watch teams, fireroom watch teams, combat
information center watch teams, gun crews, and damage control
parties, Directing in this type of "multi-interactive"
environment involves a network of relationships between a
leader and hi; subordinates in which behavior and plans,
through the process of feedback, can modify directing.
Since both the leader and the subordinates share in the
knowledge that each party contributes to total effectiveness,
mutual respect and a reliance of one upon the other are established.
In a highly interactive environment it is imperative that
a leader communicate motivation to his men. The leader should

realize that people achieve a sense of importance from doing

T R S i 0 Rai®e S BN B o o x n 2 AE o e e
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Five/VIII1/ST/SV INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

different but essential tasks which implement common goals. ~
Every individual has certain work-related needs which are
central to motivation, These needs are opportunity, recognition,
belonging, and security.

It is a challenge to every leader to find the best way
to manipulate environmental factors so as to increase motivation,
Four procedures applied simultaneously can aid the leader in
creating a proper environment. First, ensure that your men
know who works for whom, to whom they report, who reports to
them, and to whom you report. Second, take the time to explain
the rationale upqulying policies, procedures and standard
practices, Thi}d, whenever possible explain the reasons and
purposes for orders you issue. Fourth, instill in your men beliefs

which fulfill both personal and organizational needs.

This is the end of Summary 1. Now, take Summary Pre-Quiz
1 on the next page.
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Summary Pre-Quiz 1

Purposes, Requirements, and
Environment for Directing

» -

Answer the following questions as indicated in your Student

Guide,
1. Which one of the following is the best definition of
directing?

a. The process of issuing orders, announcing
decisions, and following through on details

b. The dynamic function that converts plans
into purposeful action, thereby providing a
bridge between the preparation of plans and
the achievement of objectives.

The act of executing orders and carrying out
commands which have been issued by your

superior
d. The final phase of nreparation which enables

you to achieve the desired objectives without
a subsequent loss of motivation

Z.  Which statement best describes the relationship involving

directing and the environment in which it takes place?

The environment causes the leader to discard
actions he initially thought were effective,
and replace them with courses of action which

are flexible,

a.

b. uUirecting involves a network of relationships
between a leader and his subordinates in which
plans can be modified through the process of

feedback.
The leader's directing effectiveness is not

affected by subordinates, rather the leader
controls the environment of the subordinates.,

d. Superiors and subordinates are equally
dependent upon one another, but the subordinates
influence directing more significantly,

-5-
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Five/VIII/ST/SV INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

3. Which of the following statements is the best description
of the relationship between giving orders and the actuating
phase of the management process?

a. Giving orders precedes the actuating phase,

b. Giving orders is not necessary to initiate
the actuating phase,

¢. Giving orders is the actuating phase.

d. Giving orders is only partially related to
the actuating phase,

4, Which of the following is a requirement for effective
directing?

a. The leader should maintain his unit at a
maximum level of combat readiness through
frequen training,

b. The leader should both inform his men of all
rationale surrounding his decisions and
include them in the actual decision making
process,

€. The leader should be strong-willed enough to
place himself above personal need motivation.

d. The leader should use the right combination of
mrtivation and authority depending upon the
situation and the senior-subordinate
relationship,

(R

¢
A
!
4
;
i




DIRECTING Five/VII1/S1,SV

S: Which of the following are personal work-related needs
central to motivation”
1) Opportunity /
2) Relaxation
3) Recognition
4) Belonging
S) Accomplishment
6) Security
a. 1, 2, 4, 6
b. 1, 3, 4, 5
c. 1, 3, 4, 6
d. 2, 3,5,6

Now, check your answers on the next page,

1]
L
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Five/VIII/ST/SV INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

ANSWERS TO SUMMARY PRE-QUIZ 1

1. b
2. b
3. ¢
4, d
5. ¢

If you missed one or more questions go to the next page and
go through Programed Sequence 1. If you answers are correct,
read Summary 2 on page 23,
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Programed Sequence 1

Purposes, Requirements, and
Environment ror Directing

Up to now in considering the role of the military manager

1
we have been concerned with preparatory functions of planning

All this effort expended by a leader is wasted

and organizing.
unless he successfully directs his men and resources.

Which phase of the management process is most important?

a. Planning

b. Organizing

c. Directing
d. All are equally important

Your individual proficiency as a leader can be improved

2
through experience and training that is based on a knowledge

of the factors involved in leading and directing.

What knowledge will best help a leader improve his

proficiency as a leader?
Knowledge of the psychological effects of

a,
human interaction
Knowledge of the factors involved in leading

b.
and directing
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Five/VIII/ST/SV INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

3 Directing is the dynamic function that converts plans

into action, thereby providing a bridge between the preparation
of plans and the achievement of objectives,
Which of the following is an example of directing?

a. LTJG Folsom was preparing a study of the
enemy's agricultural capability. After he
completed the task he submitted it to the
Commanding Officer, who in turn, submitted
the document to higher headquarters,

b. LT Shaffer, the Chief Engineer, organized
the ship's officers and men into new units
to perform an overhaul of the ship, When
the work began, Shaffer oversaw each unit's
progress.

4 Directing is the actuating phase, the specific giving

of orders, in the overall management process. The directing
stage tests the accuracy of the leader's prior estimates
regarding capabilities, assumptions as to timing, the level
at which personnel perform, and the functioning of equipment.
Select the example in which a junior officer's assumptions
anu estimates would best be tested.
a. A fire control technician is directed to
increase the frequency of performance
checks on fire-control radar prior to

entering a combat zone.

b. A seaman is directed to square away his
uniform prior to going on liberty.

-10-
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5 As the directing stage unfolds, the leader receives
Assume that

feedback as to the need for revising objectives,

as assistantfweapons officer on a guided missile frigate, you

have advised the Weapons Officer that your men will perform

certain required test checks on the Terrier Launcher by 1600

tommorrow. Several hours later your CPO informs you of trouble
with a piece of test equipment. In view of the negative feedback

you receive about the performance of resources, you must revise

your objective.
Select the statement about feedback wiiich is most

appropriate,
Only negative feedback requires that objectives
be revised.

b. Both negative and positive feedback often
necessitate revision of, objectives,

a,

The ability to direct effectively is extremely important

6
During wartime it is vital that war

to the military leader.

The failure of an operation

plans be executed with precision.
The

because of poor directica may well resul. in catastrophe.

need in peacetime is just as apparent, although failure is

less costly,
What is the difference in effective directing during war

and peace?
In peacetime a failure due to poor direction

a.
is less costly than in war,

b. In peacetime a failure due to directing does
not require revising objectives as it does

-

o

in wartime.

-11-
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Five/VI11/ST/SV INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

7 Before issuing orders a leader should consider some

important questions, Chances of success are enhanced greatly
if these basic requirements are not neglected., First, will

- existing resources permit the accomplishment of the objective?
Is the order that initiates the action reasonable in the sense
that compliance can be expected? Are the resources available?
Do subordinates possess the physical and mental abilities for
the task?

These questions are in accord with which of the following

leadership factors?

a. An effective leader establishes objectives
and plans for their accomplishment,

b. An effective leader employs his unit in
accordance with its capabilities,

8 Are the orders, in whatever form issued, clear, concise,

and complete? Do they specify when the action is to be
accomplished? Do all the people who need to know ''get the word"?
Are orders compatible with organizational objectives? As a
leader you should never take these considerations for granted.
Much delay can be avoided by communicating clearly,

Select the statement which is most appropriate.

a. Issuing orders clearly and completely will
facilitate feedback from subordinates.

b. Issuing orders clearly and completely is

less important than making certain all
personnel have the order.

-12-
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DIRECTING Five/VIII/ST/SV

9 Is the leadership effective in motivating the subordinate
to accomplish the objective? The leader should use the right
combination of motivation and authority depending upon the
situation and the senior-subordinate relationship. Excessive
dependence on authority is counterproductive. For instance,
do not summarily order your chief petty officer to calibrate
the radar without saying that you need an accurate measurement
as soon as possible and that he can do the job Better than
anyone else.

What is the most desirable approach to issuing orders?

a. The leader should rely on his authority,
derived from his rank and experience.

b. The leader should use a combination of
motivation and authority, the degree of
each depending upon the situation.

10 Is there adequate interpersonal communication? Picture
yourself 4in a subordinate's position where you rarely commu-
nicate with your immediate superior. How well can you really

understand his directivesg Can you be sure you know what he
wants? Effective communication not only relays instructions,
but also reflects prévious interactions so that there is a
continuous flow in the interchange of information.

Select the statement which describes another important
facet of communication.

a, Communication up and down the organization
increases the Commanding Officer's ability
to sympathize with enlisted men's problems.

b. Communication up and down and across is
desirable because it builds a spirit of
belonging.

-13-
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Five/VIII1/ST/SV INTRODUCTION_TO PSYCHOLOGY AND LEADERSHIP

11 Is the leader considerate of his subordinate? Does he

" conscientiously make an effort to view things from the other's
position? Is he aware of his own limitations and capabilities
and is he completely objective in issuing orders? Subordinates
often feel that a leader cannot comprehend their situations.
Even if this is not, in fact, the case, the mere belief is
enough to thwart a leader's efforts. He must gain his men's
confidence through sincere consideration of their nceds. o

This last requirement of directing is in accord with
which key leadership factor?
a. An effective leader seeks responsibility
and develops a sense of responsibility
among his subordinates.

- b. An effective leader treats every person as
an individual, not as a number.

12] Which situation best exemplifies a leader concerned with

effective directing? .
a. LTJG HPolland, an assistant engineering
officer, encourages his men to seek
additional training. If they choose
not to he assigns them tasks considered
distasteful to the crew. Every three
hours he checks on them, to answer questions,
and to see if they want to sign up for
USAFI courses.

b. LTJG Thompson, an assistant engineering
officer, maintains an open door policy.
His men may see him whenever they want.
If, when giving them orders there are
questions, Thompson makes an effort to
answer, explaining the reasoning behind
complex orders,

-14-
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DIRECTING

On board a ship you will encounter a variety of groups
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functioning as bridge watch teams, fireroom watch teams,
CIC teams, gun crews, and damage control parties. Directing

in this type of "multi-interactive' environment involves a
network of complex relationships between a leader and his
subordinates in whiéh behavior and plans can be modified through

the process of feedback.
What is the effect of feedback on directing and objectives?

a, Feedback may cause modification.

b. Feedback causes communication problems.

The leader and his subordinates are an interdependent
Since both

14

team. Their actions forw a coordinated series.
the leader and the subordinates share in the knowledge that
each party contributes to the total effectiveness, there is
a mutual respect established, and a reliance of one upon the
other.
Recognizing the interdependent nature of the senior-

subordinates relationship results in which of the following?

a. Motivation and resourcefulness

b. Mutual respect and reliance

-185.
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15 In a highly interactive enviroament it is imperative that

a leader communicate motivation to his men. The leader should
realize that people achieve a sense of importance from doing
different but essential tasks which implement goals they and
their peers seek.

Which of the foliowing statements is true?

a, Every individual has certa.n work-related
needs which are central to motivation.

b. Every individual places motivational needs
above organizational goals,

16] These work-related needs of individuals are opportunity,

recognition, belonging, and security. Individuals want the
opportunity to use their initiative and ingenuity, and want
to receive recognition for their diligent efforts. They need

a sense of belonging and security which is present if their

unit is cooperative, unified, and successful,
What are the work-related needs of individuals?
a, Opportunity, recognition, belonging, security

b. Success, recognition, .ecurity, identity

-16-
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17} One of the greatest challenges to every leader is discovering

N e
BEERenaY ng e

the best way to manipulate environmental factors so as to
A sinister attitude toward

increase subordinates' motivatiin,
Sincere efforts and attitudes

this challenge is unwarranted,
on the leader's part are necessary if motivation is to be

long lasting,
What is one of the greatest challenges confronting every

leader?
a. Discovering the way to create an atmosphere
in which organizational goals supersede

personal needs.

b. Discovering the best way to manipulate
environmental factors so as to increase

subordinates' motivation.

Tnere are four procedures which, if applied simultaneously,

18
can aid the leader in creating an environment where motivation

flourishes, First, you must ensure that your men know who
works for whom, to whom they report, who reports to them, and

to whom you report.
This procedure can aid the leader in which of the

fellowing?

a. Creatin
1s exchanged quickly.

Creating an environment where motivation
flourishes,

g an environment in which information

b.

-17-
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19 A leader should take the time to explain the rationale

underlying policies, procedures and standard practices.
What is an effect of this practice?

a. Subordinate understanding will deepen,
thereby increasing motivation.

b. Subordinate compliance will be assured,
thereby satisfying their work-related
needs.

20 Whenever possible explain the reasons and purposes for

orders you issue.
In which situation weuld this not be possible?

a. PBR-180 received sniper fire from the
left bank of the river. LTJG Holmes
ordered his men to open fire on the
suspected enemy position.

b. The men of the, Supply Department had’
their liberty canceled. LTJG Thompson
ordered them to inventory all existing
stock.

21 Lastly, a leader must instill in his men beliefs which

fulfill both personal and organizational needs.

If a leader employs this last procedure and the others
stated previously what should result?

a. Subordinate motivation will increase.

b. Subordinate motivation will, at least,
remain static.

This is the end of Programed Sequence 1. Now, go to the
next page and take Summary Post-Quiz 1,

-18-
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Summary Post-Quiz 1

Purposes, Requirements, and
environment for Directing

Answer the following questions as indicated in your Student

Guide.

1, Which of the following is a requirement for effective
directing?

a, The leader should be :trong-willed enough
to place himself above personal need motivation.

b. The leader should maintain his unit at a
maximum level of combat readiness through

frequent training.
The leader should use the right combination

C.
of motivation and authority depending upon
the situation and the senior-subordinate

relationship.

d. The leader should both inform his men of all
rationale surrounding his decisions and
include them in the actual decision making

process,

* ‘e

2. Which one of the following is the best definition of
directing?
a. The act of executing orders and carrying
out commands which have been issued by your
superior

b. The process of issuing orders, announcing
decisions, and following through on details

c. The final phate of preparation which enables
you to achieve the desired objectives without

a subsequent loss of motivation

d. The dynamic function that converts plans
into purposeful action, thereby providing a
bridge between the preparation of plans and the

achievement of objectives,

e

-19-

5
%
%
E:
&
f \
#
&
&
p:
£
=4
&=




W ks Ky pe v

o

b s BT R

Five/VIII/ST/SV INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

[E——

3. Which statement best describes the relationship involving
directing and the environment in which it takes place?

a. The environment causes the leader to discard
actions he initially thought were effective,
and replace them with courses of acticn which
are flexible,

b. The leader's effectiveness is not affected by
subordinates; rather the leader controls tje
environment of the subordinates.

€. Superiors and subordinates are equally
dependent upon one another, but the subor- n
dinates influence directing more ~ignif-
icantly.

d. Directing involves a network of relation-
- ships between a 'eader and his subordinates in
which plans ¢ra be modified through the process
oz ‘feedback. 3

4.~ Which of the following are personal work-7-'ated needs
central to motivation? _
- - 1) Recognition
s i 25 Opportunity
3) Belonging . -
4) Securit,
5) Relaxation
6) Accomplishment
a. 1, 2, 4, 6
b. 1,3, 4.5
c. 1, 2, 3, 4
d. 2, 3,5,6

-20- ) -




DIRECTING Five/VIII/ST/SV

5. Which of the following sta:ements is the best déscription
of the relationship between giving orders and the actuating
phase of the management process? i
a., Giving orders is the actuiting phase. -

b. Giving orders is not nece:sary to initiate
the actuating phase. .

¢. Giving orders is only part ally related to J
the actuating phase, [
d. Giving orders precedes the actuatin, phase. : . ‘
8§ =
Now, check your answers on the next page. L
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)
“ t -
\ i
v 2
i

«21-

il PN

ERIC

Aruitoxt provided by Eic:

o AR N2 s o vy 4 .




Five/VIII/ST/SV INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

ANSWERS TO SUMMARY POST-QUIZ *

1. ¢
2. d
3. d
4. ¢
5. a

Now, go to Summary 2 on the nex*+ page.

_.,.v.,(,
~
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Summary 2

Directing

Under and Overdirecting

Effective directing involves adjusting managerial style
to the objectives of the organization, the capacities of
subordinates, and your own personality. When a harmonious
mixture of these factors is not achieved, the leader is either
underdirecting or overdirecting. Both extremes are equally
ineffective.

If a leader's directions are too general his men may think
of him as indecisive. As confidence in the leader erodes,
subo ’inate effectiveness decreases. Subordinate; may not respond
rapidly and effectively in a stress situation. A leader who
continually underdirects forces his subordinates to determine
their own set of priorities. This will usually result in
poorly coordinated efforts and a distortion of organizational
objectives.

On the other hand, overdirecting s.ifles subordinates'
interest, initiative, aad creativity. This unfortunate end
is reached af*er a series of apparently logical conclusions
by subordinates. Overdirecting creates definite images of
the leader's attitudes toward his subordinates. He appears
é to always instruct them, thereby causing the men to feel

underrated and misused. If this situation becomes constant,

= war a

subordinate interest, initiative, and creativity can only

wrene e

be stifled. Subordinates will feel less loyalty not only

for the leader, but for the organization as well.

-23-
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Five/VIII/ST/SV INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

Leadership

Theodore Haimann states in his book, Professional

Manzgement, Theory and Practice, that '"leadership....

(involves) the process by which a superior) directs, guides,
and influences the work of others in choosing and attaining
specified goals...." One of the key leadership factors is:
"Make sure that the task is understood, supervised, and
accomplished.” This is the function of directing. Although
the military executive possesses all the necessary authority
to ensure strict compliance with orders, his results will be
much more effective if he is also a good leader. Research
results suggest that leadership may be acquired through
experience, education, and training. It is likely that
leadership exhibitc itself as a product of acquired character-

h ]
istics and of s rations in particular groups. Thus, the

experience and training, and the evidence of these character-

istics varies with the situation.

~ This is_the .end- of -Summary 2. Now take Summary Pre-Quiz 2
" on ‘the".next page. '

l leader develops his leadership characteristics through
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Summary Pre-Quiz 2

Directing

Answer the following questions as indicated in your Student
Guide.

1. Select the statement which best describes esfective

directing.

a. Effective directing involves careful
consideration of subordinates' personal
needs in conjunction with organizational

goals,

b. Effective directing involves satisfaction of
subordinates's work-related needs as a means
of achieving organizational objectives.

c. Effective directing invclves adjusting
managerial style to the objectives of the
organization, the capacities of subordinates,

and the leader's personality.

d. Effective divecting involves adjusting -
managerial style to the peculiar experiences

and attitudes of subordinates in varying
situations. ’

[ VS
.

2. Which statement best explains the implications of

overdirecting?

a, Overdirecting causes subordinates to
establish their own set of priorities.

b. Overdirecting stifles interest, initiative,
and creativity.

Overdirecting develops an exaggerated
sense of importance in the subordinates.

d. Overdirecting confuses organizatioﬁal goals
with work-related needs.

-25- N
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Five/VIII/ST/SV INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

3. Which stitement best states a relationship between
directing and leadership?

a. Leadership and directing mean the same
thing.

b. Leadership is impersonal while directing
is personal.

c. Directing is best accomplished through
effective leadership. '

d. Leadership is best accomplished through
effective directing.

4. Underdirecting usually results in wh1ch of the followmg‘7

a. Subordinates with initiative and
imagination

b. Subordinates' establishing their own set
of priorities

c. The leader's losing his sense of authofity
and discipline

d. Subordinates whose initiative and creativity
are stifled

Now, check you answers on page 28.

-26-
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ANSWERS TO SUMMARY PRE-QUIZ 2

1. ¢
2. b
3. 4
4. b

If you missed one or more questions go to the next page and
go through Programed Sequence 2,

-28-
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Programed Sequence 2

Directing

1 Effective directing involves adjusting managerial style

to the objectives of the organization, the capacities of
When a harmonious

subordinates, and your own personality.

mixture of these factors is not achieved, the leader is either

undurdirecting or overdirecting.

Select the statement which best explains the causes for

over and underdirecting.

The leader emphasizes the objectives of
the organizatiovn and neglects considering
the capacities of his subordinates, or vice

versa.

a.

b. The leader incorporates situational
considerations vhen adjusting his
managesial style, and changes his
methods because they fit his personality.

Underdirecting and overdirecting are extreme Situations
Although both situations

2

which- are equally ineffective.

have been characterized as "extreme," they frequently occur,
due to thoughtlessnecss.

Which would a good leader choose?

a. Underdirecting

b. Overdirecting

c. None of the above

® -29-
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Five/VIII/ST/SV INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

3 If a leader's directions are too general, subordinates

may think him indecisive. As confidence in the leader erodes,
subordinate effectiveness decreases. Subordinates may not
respond rapidly and effectively in a stress situation.

Which statement describes an implication of underdirecting?

a. Subordinates view the leader as confident
ir their ability,

b. Subordinates view the leader as indecisive.

4 A leader who continually underdirects forc.s his

subordinates to determine their own set of priorities.

This situation may result in which of the following?

a. Poorly coordinated efforts and a distortion
of organizational objectives.

b. A reevaluation of organiza o goals
and methods by the leader.

-30-
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) On the other cxtrete, overdirecting stitfles subordinates'

interest, initiative, and creativity. This uanfortunate end

is reached after a series of apparently logical conclusions
of the -

by subordinates. Overdirecting creates definite image.

leader's attitudes toward his subo.dinates. lie appears
to instruct them, thereby causing the men to feel underrated

{
and misused. .
k1Y

What is(are) the logical result(s) of such a situation,

whether inferred or recal?

Subordinates feel less loyalty for the leader

a.
and organization.

b. Subordinutes determine their own set of
prioritics.,

Interest, initiative, and creativity are
stifled,

Theodore Haimann states in his book, Professional

6

Management, Theory and Practice, that ''leadership...(involves})
influences the work of others in choosing and attaining

\
|
|
specified goals...." One of the key leadership factors is: ‘
“Mahe sure that the task is understood, supervised, and .

the process by which a (superior) directs, guides, and

accomplished." This is the function of directing.

{ Which one of the following descriptions of a leade

performing the functions of management MOST involves directing?
€N,

SR e o

a, Leader develops plan to accomplish objectives.

b. Leader converts plans and decisions into
purposcful action,

Lt By ey e b Vo e P

Leader organizes subordinates iuto
functional groups.

' -31-
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Five/VIIL/ST/SY INTRODUCTION TO PSYCHOLOCY AND LLADERSHID

7 Although the military cxecutive posscsscsy all the

necessary autlfority to eonsure strict compliance with orders,
his results will he much more effective it he is also a
good leader.

Which of the follcwing would most likely produce a
successful leader? An officer who (isplays the highest aptitude-
in:

a. Organizing and directing

b. Planning and organizing

v, <, Coordinating and planning

d. Organizing and controlling

8 Rescarch results srggest that leadership may be acquired

through oxpcricncc,iédﬂtugggg” and training. 1t is likely
that lcadership exhibits itself as a product of acquired
characteristics and of situations in particular groups.
From thesc statements_onc can conclude which of the
following? ..
a, The lecader will cventually lose t} :se
acquired characteristics if he continually
over or under direccts.
b. The leader, develops his lecadership
characteristics through experience and

training and the evidence of these
. characteristics vary with the situation. I

This is the end of Programed Sequence 2. Now, go to the next
page and take Summo -y lost-Quiz 2.
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Summary Post-Quiz 2

. Directing

Ansger the following questions as indicated in your Student
Guide,

1. Which statement best explains the implications of

overdirecting?

Overdirecting stifles interest, initiative,
and creativity.

a,
b. Overdirecting confuses organizational goals
with work-related needs. -

Overdirecting causes subordinates to establish
their own set of priorities.

d. Overdirecting develops an exaggerated sense
of importance in the subordinates.

2. Underdirecting usually results in which of the following?

Subordinates establishing their own set of
priorities

f a.

b. The leader's losing his sense of authority
and discipline

Subordinates whose initiative and creativity
are stifled

d. Subordinates with initiative and imagination

»
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Five/VIII/ST/SV INTRODUCTION TO PSYCHOLOGY AND LFADERSHIP

3. Select the statement which best describes effective
directing.

a, Effective directing involves adjusting
managerial style to the peculiar experiences
and attitudes of subordinates in varying
situations.,

b. Effective directing involves adjusting
managerial style to the objectives of the
organization, the capacities of subordi-
nates, and the leader's personality.

c. Effective directing involves satisfaction
of subordinates' work-related needs as a
means of achieving organizational objectives,

d. Effective directing involves careful
consideration of subordinates' personal
needs in conjunction with organ-
izational goals.

S 4, Which statement best explains the relationship between
directing and leadership?

a, Directing is best accomplished through
effective leadership.

b. Leadership and directing mean the same thing.

c. Leadership is impersonal while directing is
personal.

d. Leadership is best accomplished through
effective directing.

Now, check your answers on page 36,
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ANSWERS TO SUMMARY POST-QUIZ 2

1. a
2, a
3. b
4, d

This is the end of Part Five, Segment VIII,
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INTROBUCTION T0 PSYCIOLOGY PART FIVE
AND LEADERSHIP SEGMENT VIII

DIRECTING

PROGRESS CHECK

Question 1.

Select the statement which identifies the importance of

directing to a military leader.

Directing is important because military leaders
have to issue orders. e

Directing is important because of the impos-
sibility of foreseeing all contingencies in
planning.

virecting is important because it activates a
plan towards accomplishment of objectives.

Directing is important because it is a dynamic
function that activates the achieving of objec-
tives by motivating proper planning.

Question 2,

Select the correct definition of directing.

The process of issuing directives (oral or
written)

The process of converting plans into purposeful

‘‘action

The process of interpreting orders

The initial phase of program development

FET z;{-a“
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INTRODUCTION TO PSYCIIOLOGY AND LEADERSHIP

Question 3.

Which of the following is necessary for creating a proper

environment for directing?

a. Creation of a friendly atmosphere

b. Explanation of reasons and purposes
of directions

c. Installation of a spirit of obedience
regardless of the reasons or purposes
of the direction

d. All of the above

Question 4.

The Operations Officer has heard that one of his Division

Officers has created much dissatisfaction among his men

because of a tendency to over-direct.

Other symptoms of over-directing might be:

Subordinates will take more pride in their
work because of the close supervision,

Subordinates will set their own standards
higher than those established by the leader.

Subordinates most likely will lose the sense
of challenge they would have in implementing
new directives,

Subordinates loyalty to organization will be
increased because they know their leader cares.
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Question 5.

The commander of a specialized office was correct in his
assumption that his men were highly intelligent and well
trained. He then followed a laissez-faire leadership pattern
which caused each section of his office to operate indepen-
dently.

What is the implication of this type of directing?

a. Office objectives may become fragmented and

uncoordinated. '

b. Poor communication may impair operation.

c. Creativity may be stifled.

d. Loyalty may be reduced.

Question 6.

Which of the following is a symptom of overdirecting?

a, Poor esprit de corps
b. Indecisive behavior by subordinates
~ ¢, Confusionr of unit goals

. d. Uncoordinated objectives

p—




INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

Five/VIII/PC

Question 7.

Which of the followsing actions by a Midshipman Regimental

Commander could hest be described as directing?

a.

Preparing a list of primary goals of the Regiment

Recommending to the Brigade Comrander that the
Regimental staff be increased

Delegating to one of his assistants the authority
to ensure that reports of athletic participation
are received from the battalions on time

Writing a memorandum to each Battalion Commander
stating the time and place for formation and the
route to be followed in marching to the stadium

LTI




ERIC

Aruitoxt provided by Eic:

DIRECTING

Five/VIII/PC

BLANK

L e,

T AR AR O P & G A D R € B A A




Five/VIII/RPF

INTRODUCTION TO PSYCHOLOGY AND LEADERSHIP

paRT_FLve

PROGRESS CHECK ANSWER AND REMEDIATION FORM

SEGMENT__VIII
REMEDIATION TEXT

Syndactic Text, Volume V-C

ANSWER

REMEDIATION REFERENCE

Summary 1: Pages 1-2
----- Summary 1: Page 1
Summary 1: Pages 3-4
Summary 2: Page 23
Summary 2: Page 23
Summary 2: Page 23
Summary 1: Page 1
Summary 2: Page 24

0OO0O00000EEEHEE




United States Naval Academy

INTRODUCTION TO PSYC.IOLOGY AND LEADERSHIP

PART FIVE

——

" MILITARY MANAGEMENT

Segment IX

Controlling

Syndactic Text
Single Volume

(ST/5V)

WESTINGHOUSE LEARNING CORPORATION

Annapolis, Maryland
1971

A




FOREWORD

"So You Want A Command? I ask the
following question: Can you Jjuggle,
at the game time, all the balls of
training, maintenance, tests,
administration, inspections,
eommunication, messes, supply,
athleties, marksmanship, diseipline,
publie relations, without dropping

any of them?"

General Bruce C. Clarke, USA (Ret.)

The characteristics of the four basic steps in the

controlling system and the importance of this to military

management will be covered in this segment. The standards

to be set and compared with performance, and familiarity with

the necessary corrective action to produce the desired

results, will also be discussed. The implications of over-or

under-controlling will be studied. ‘The importance of reports

to controlling, and their timeliness and accuracy, will be

discussed.
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INTRODUCTION TO PSYCHOLOGY PART FIVE
AND LEADERSHIP SEGMENT IX

CONTROLLING

Summary 1

Introduction to Controlling

Definition and Purposes

Controlling is the function of evaluating the performance
of subordinates and applying coriective measures so that
performance tﬁkes place in accordance wifh plans. Controlling
is a continuous process, requir:ng feedback, which allows the
leader to maintain his knowledge of the overall activity. It
enables him to pinpoint reasons for deviations, and to
identify trends, thus guiding future actions. In the final
.analysis, it is the controlling function which keeps the

execution of the plan on the tracks enroute to the objective,

-

Characteristics

The controls or control system implemented should reflect
the peculiar needs of the organization, the individual plan,
and the personal requirements of the leader. Deviations
should be reported promptly for immediate corrective action.

To quote Ernest Dale in his book, Management: Theory and

Practice, "Any gap between expectations and performance...is
most easily closed if it is detected before it becomes
;serious.'" To fulfill this objective, controlling should be

devised in anticipation of deviations. It should point up
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3

exceptions at the critical control points, not every little
waver from the straight line.

It is not sufficient that a control system simply point
out a deviation; it must also suggest what to do and when to
do it. To accomplish this effectively controlling must be
understandable, flexible, objective and economical. Accountants
and economists often design complex control systems of extraor-
dinary precision, but a less well-educated, first-line supervisor
will have to implement them. lle must be able to understand the
system. The system must be flexible enough to give and bend
with unexpected lesser-order problems. Objectivity must be
maintained. Too many subjective judgments will not only ruin
the control system, but probably the entire operation as well,
A\ good control system is economical, it ncver requires more
time to preparec reports than to monitor the job themselves.

In general, a good control system is a tool for manage-
ment to cnsure that directives have becen received, understood

and followed.

This is the end of Summary 1. Now, go to the next page and
take the Quiz.
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Summary Pre-Quiz 1

Introduction to Controlling

Answer the following questions as indicated in your Student
Guide.

1. Which statement correctly defines controlling?

a. Controlling is the function of directing
which allows the leader to supervise his
subordinates without time and distance
restrictions.

b. Controlling is the last step of the
management process in which the leader
exercises a maximum degree of leadership
strength,

¢. Controlling is the function of evaluating
the performance of subordinates and
applying corrective action so that perfor-
mance takes place in accordance with plans.

d. Controlling is the dynamic function that
converts plans into purposeful action,
thereby providing a bridge between the
preparation of plans and the achievement
of objectives.
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2. Which statement best describes the characteristics of

a good control system?

a. Controls or a control system should be clear,
concise, complete, and possess the right combi-
nation of authority and discipline depending upon
the situation,

b. Coatrols or a control system should reflect the
peculiar needs of the organization, the individual
plan, and the personal requirements of the leader.

c. Controls or a control system should facilitate
continuous information interchange, positively affect
motivation, and result in the sucgessful accomplish-
ment of the mission.

d. Controls or a control system should explain the
reasons and purposes for orders, correct deviations
from validated standards, and investigate the root

causes of errors.

3. Which statement is true about control systems?

a. It is not sufficient that a control
system simply point out a deviation:
it must also suggest what to do and
when to do it, ®

b. It is not sufficient that a control
cysiem oversee mission accomplishment;
it must also include mechanisms to
motivate subordinates,

c. Control systems inherently correct
deviations and point out causes for
them, whether they be mechanical or
human.

d. Control systems cannot point out
deviations without also correcting
the causes during, not after, mission
accomplishment.

Now, go to page 6 and check your answers.
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ANSWERS TO SUMMARY PRE-QUIZ 1

1, ¢ '
2. d
3. a

If you missed one or more questions go to the next page and
take Programed Sequence 1, If all your answers were cortect
go to Summary 2 on page 17.
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Programed Sequence 1

Introduction to Céntrolling

1 Controlling is the fuinction of evaluating the perfor-
mance of subordinates and app.ying corrective measures so

that performance takes place in accordance with plans.

Select the statement which best describes controlling.

a. Controlling is a continuous process
requiring feedback, which allows the
leader to maintain his knowledge of

the overall activity.
Controlling is an intermittent process

b.
which, utilizing critical control
points, monitors subordinates progress.

2 Controlling enables *he leader to pinpoint reasons for
deviations, and to identify trends, thus guiding future

actions. In the final analysis, it is the controlling
function which keeps the execution of the plan on the tracks

enroute to the objective.
Which statement best explains the role of feedback in

P

controlling?

a. Feedback is necessary to controlling
only when causes of deviation are

investigated.

b. The various techniques of control,
by their very nature, require feedback.
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3 The controls or control system implemented should reflect

the peculiar needs of the organization, the individual plan,
and the personal requirements of the leader.

Which statement is most appropriate?

a. A control system you would use as a
division officer abhoard a submarine
would exclude your personal require-
ments.

b. A control system you would use in
commanding the brig would not be the
same as one you ,ould use as a division
officer on a destroyer.

4 Deviations should be reported promptly, not only for

historical purposes, but for immediate corrective action.

To quote Ernest Dale in his book, Management: Theory and

Practice, "Any gap between expectations and performance...

is most easily closed if it is detected before it becomes

serious."

To fulfill this objective, what characteristics must

a control system possess?

a. A control system must be expedient, and
capable of correcting the cause of the
deviation.

b. A control system should be devised in
anticipation of deviations.
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5 An effective control system should point up exceptions at

the critical control points, not every little waver from the

straight line. The earlier in a process that a strategic

control point i: located, the mor